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« EXECUTIVE sunﬁﬁﬁi ; ; s S0

R e

- . The 1977 Youth Employmenf Demonstration Pro;ects Act (YEDPA)

was conceived as.a broad effort to attack America's chronic youth
unemplayment probiem angd

-

*complle basic information aboutéeffec—

major componenmt of the Act

Youth
Community Conservation and Ifiprovement Programs (YCCIP) was de-

signed: 7 ‘) ; /. z ' i*\\
e To prOV1de youths w1th 1nten51ve skllls tra1n1ng

N éiéﬁé to unsubs1d1zed 3obs, andr

f "~ e to prov1de tang1b1e, valuable and lastlng commun-
ity 1mprovements.f

A substant:ai portion of the - fund ng fﬁr th1s comggnent of

YEDPA was designated. forf/discretionary efforts to test 1nnovat1ve

program approaches; ‘ .
« - i '&t—‘.

Iy

3 ; “The Ventures-in Community Improvement (VICI) project was su
.porte through these specially earmarked funds. It was design; d
by pul 11c/Pr1vate Ventures as an “enhanced work experience
model, in which skills training was condbacted through work
experience in a setting that .strongly emph351zed the finished

groéuctian of quality work: The program was operated in etght

ites (most were in large urban areas), prgvxdxng some 1508

out-of-school; disadvantaged youth with intensive work expemenceci

in the buzldxng tradﬁs.

¥
-
\ ~

The demonstratlon—research project had three ma1n purposes:. .

1. To design an gxemplaryAprogram model and test the
feasibility of its replication on a btéaééi-ééalé;

2. To measure and assess the 1mpact of the program on

employmant opportunities, wage benefits and com-

munity benefits in the form of property improve-
ments; : 7 i -

>

3. To design (and, in a field settlng, make- refine-
ments to) a methodology for assigning value to
* work products produced through the VICI program
and readily usable in similar’ prejects.
. This is thé,flﬁél report of the two-year natiomnal demonstra-
tion and research program.

THE VICI MODEL -

agether make up V:@;t These were selected on the basis of a

« btareful review of existing programs to identify features that

i

Q S :.:“fi

. >
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of settings: . Pt

“ L o 7;4’ ‘ e . 1 4

L - T S R
were -both effective éhd}zépable of being implemented in a variety

P ,
I AN P ‘ , ,
Chief -among them weré the fbilbﬁih%; S o : .
o ) ) . . ) e ’/4 : . ”:' - -
.- [ - . ,,,,,,$ﬁ7 . R ;‘7”* SO - - R " o .
1. wWork projects providing both varied skill training
in the construction’ trades for participants and
needed, physical improvements for communities; '

/ :
_2: Work crews, led by highly-skilled union journeymen

and having a -low éupérvisor~trainee ratio {1 to 6. ‘(‘

. as a rule); . : : : '

.. 3. ‘Commitment of; local faﬁéing,to[squiéaéaE Departms. .-
o ant of Labor demonstration fundsy :

4. & network of interagency linkages that draws “upon
existing resources to.perfornf essential functions.
agencies include: local.unions; awagency to
provide appropriate wWork projects, a participant-
referral agency, and educational resources to help

youths obtain General Educational Development
{GED) diplomas., P o . R

-

 Through a limited competition process’ conducted by B/PV,

eiynt sites weré.selected to test the VICI model: . Atlanta,

Broward ‘County _(Fla:), Chicago, Milwaukee; Newatk (N.J.), New

o
P

Haven; Pkriladelphia, and the South Bronx section pf -New York .

' City: Program enrollees were (as required by YCCIP regulations).

between- 16 and 19 years of age. The typical participant was a’

,mino™Nty; fBeYéaridld,high,scho§AWQfopddF;,ahd,WSQ certified-

CETA-eligible. Yowths worked in crews, learning the rudiments of
vasious constriction trades. Work prgjects ranged from "gut"
réhébilitation,pﬁApousing,unité,to emergency -housing repairs to

home weatherization. ?ag}iéipat?gh,iqkthe'prqgraﬁ usually-lasted

for six months. B ST ‘ ) ’

RESEARCH METHODOLOGY : _.-—. - = e
The chief .meatd of aéééégiﬁaé;ﬁg_yigg;am‘g.éffébts?oﬁ parti-

cipants were data obtained from post-program ;interviews. - Four

hundred-and seventy VICI participants, and a comparison group of .

131-Subjects drawn randomly from VICE waiting lists; were inter-

~ yiewsd. Similar data were obtained for participants in two

— == —r (R

similar program -types: a #. §: Department of Housing and,Utbépiil

Development (HUD) demonstration, and other construction-oriented
YCCIP projects. : - S e ,

-
4

To. measiure the-value of community improvements, a work valu-

ation methodology wa's developed and useq in all.sgites. ‘To ad-
dress the replication issue, independent f&éla¢6b§éryézs;visi;gd

each site up to five times during the demonstration: They sys- :

tematically identified what appeared to be basic elements in pro-
= g :

&

)

v
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gram success and factors that promoted or hlndered local program

effectiveness and, replrcablilty.
¥ 3 _ e

.ot

#777Measured agalnst control group youth, VICI program. part1c1-
pants demonstrated the following kéy outcomes (all stattstlcaily

51gn1f1cant§ eight months after program completion:

ie 'l;‘ VICI part1c1pants were about tw1ce as 11ke1y to be

2 VICI particlpants were about three times more
11ke1y ‘to be apprentlced or . to be on apprentice
/ ‘,-wa1t1ng llsts- A : N

3. VICE part1c1pants had an average. wage gain over

controls of. $321 per quarter +or $1286 a year.

.-  of stattst1da1iy signlflcant results, though (on & non-signifi=

cant basis) VICI results equalred or exceeded those of the other

-programs. - A11 three types were found to provide benefits to

e part1c1pat1ng youth; however, the research showed no clear=cut

supertorlty of one program type over the other., -
Communlty benefit redilts were defined as the value of work
products resu1t1ng from the VICI program. It was found that the

$8,037,751 of total prdgram costs (from early 1979 to mid-=1980) =,

(repalrs, refurbishment to public
buildings; ° habilitation of ousing units, etc.) worth
$3,744,855. §ence for every publ' lar expended, 47 cents

worth of permanent community impr vements <1eft71n places
This value, which can be v1ewed as an offset o ~tre ing costs,; .

produced tangible improvem

is evidence of the program's ' effectiveness .in harmonlz;ng the

somewhat dlsparate goals of tra1n1ng and community 1mprovement*

est1mat1ng firm that rated 73 of the ViCi Jobs. its f1nd1ng was
that the work was cenerally of high quallty. Workmanship in the

Jobs rated equalled or exceeded that of a professional contractor «

in 86 percent of cases; appearance.of final product was so rated

9¢ percent - of the t1me. . , =

COST= EE?EE@iVENEéé ,\\ . )

types of ana1y51s wereeundertaken, the key one be1ng a cost;@ene;
fit analysis, conducted from the societal perspective: Benefits

included wage gains’ (over 40 years; discounted to present value)

and’'value of community improvements. .Costs included those asso-

: ciated with program operations; exciudlng program start-up costs

ana stlpends (which; as transfer payments; are not included in

the cost-beneflt analysis, which was conducted from a societal

N L

e Lt : :
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perspective) ;  Certain benefits -- e:g. reduction of transfer
payments or reduced criminal activity -- were also not included,,

thereby biasing results somewhat against the VICI program.
Analysis shoyed that VICI yielded benefits of $9,646 ‘per

participant; at a cost of $6,312; for a net -positive benefit of.

$3,334 per participant, and a positive benefit-cost ratiorof 1.5
to 1. The positive benefit is coﬁﬁéEétiVély,insensitive to vari-
ous assumptions about the Latefatiwhiﬁﬁ7ﬁ§§'béh@fjﬁ§ﬁde¢§1iﬁghé

discount rate and the number of years over which the benefits
accrue. « = : :

-
~ R

"A related meaSﬁté} the payback period; was also developed and

nalyzed. : This is simply the amount of time it would take a sac-.

a
cessful prgg;agﬁgiaaqaté,tb‘répay;,thgépgﬁmﬁﬁé earnings gain pro-

' duced by the program; the cost 'of program participation.” For

VICI, the payback period was not long -= a little more ‘than two
years. : . e P : ;

COST-SHARING AS AN INCENTIVE FEATORE : 1

The comparatively high costs of a program like VICJ == which
focused both on training hard-core unemployed youth and jproducing
physical improvements -- underscored the need to devdlop /tech-
niques for levering funds from several sources. One cost analy-

and pro-

sis undertaken focused on how well this was achieved,

vided a measure of thé~incentives to participate ﬁféééﬁ&éd to two -

types of agency: «

s prime sponsors, which used VICI dollars (which
 came to them as additional funds, beyond their

normal budgets) to attain employment and training
goals; '

Communjty development agencies, which used VICI
funds as an added tool in their efforts to make

physical improvements; _particularly  in depressed

or blighted neighborhoods. - . -

~ Community development agencies invested $1,786,0808 in VICI
(28 per cent of program costs) ; mostly for building materials and
supplies. In return, Work products valued at $3,720,000 were
produged,; so that for every dollar of community development

funds;géééf two dollars' worth of product was "purchased.”

e

prime sponsors, whose "product" is the labor market gains of;

- -

program participants; ;ﬁvéstéa’$7;23; per participant, which ..

produced $5,838 in wage gains, or 81 cents for every dollar
invested. . .

'PROGRAM REPLICATION

1

Despite the need for an jptfiééEériiﬁkagé system among Some-

times disparate agencies; VICI was judged to be capable of réepli~
- o

X

a



-X1-
#
cation. Field reseagcnfgdentlfled cr1t1cay program/eléments, of
union participation,

and the levering of program funds from eeveral 1nterested agen-

cies were- all judged to be crucial. -‘/

which the lure of incentive funds from DOL,

An -indication of the sqccess of the program lies in the fact
that when DOL incentive fundlng was term1nated, prime sponsors in

five.of ‘the original eight 51tes,choge to continue their programs

with their own funds:. It remains an open gquestion, though,.

whether such programs can be started de novp w1thout the pregernce

of substant1a1 1ncent1ve fundxng.

"r,\f

- WORK VALUATION METHODOLOGY o . w%

a

-

To meet the third progect goal Publlc/Prlvate Ventures

designed a methodology for systemat1cally and consxstently

valuing phy51cal 1mprovements produced as part of the VICI under-

taking. , A major aim was to produce an approach that was 'sQund,

inexpensive and simple to implement. The methodology is based on

the notion. of ‘"alternative supplier price," i.e:; the pr1ce an

; . outside bidder would Charge. to perform’ the same work. ;ymates
""" roject

~ of this price were systematically develcped for each VICI

“ by a trained estimator employed by the program. These were perir

odically calibrated, using independent outside re-estimates of

some completed work. _Where necessary, weights were calculated to

br;ng high (or low) estimates into conformance.

r

- /fThe valuation system produced a brdaa set of cost statistics

"useful not only as a measure of program products; but also for a

range of management and planning applications.. The system also

permits comparisons betweén d1fferent°programs and different

sites since it provides 'uniform measures of value: It also

proved comparatively inexpensxve to implement -~ only about one

The VICI demonstration met w1th apprec1ab1e success. Over-

all, P/PV conclddes that a ‘well-designed community improvement

.program can both increase the chances for disadvantaged youth to-

gain unsubsidized employment in the construction trades and pro-

duce valuable improvements in the communxty, in a cost-effective

-
”~

manner. Moréover; both the Vi€l program, itself and the work

valuation system (either independently or in tandem with VICI)

appear to be replicable in a broad varxety of settings.




" INTRODUCTION ol

}
Thls.repbrt summarizes the development and operation of .the.

Ventures in Community Improvement Demonstration- Project (VICI)u:.;

and ats 1mpact on participant youths and communities:
A "demongtratlon project" has been .described as:

; c «. .. Q smallﬁprogram, funded fopr a definite

neriod of time; . { [ It has specific objec=

tives and approaches which are Subjected to ]
cr1t1cal scrut1ny, 1t serves a select area and -~ = ¢

rlgors of scientific research; wilil somehow

o lead to large-scale a@ggtroniand major shifts
\///,- in the a1ms, styles; resources and effective-

ness of major soc1a1 service organ1zat1ons and
-.programs.i/ v

The VICI demonstrat1 embodied all these features. It

served a "select populatxon" young,” minority, Ainner city high

school drop-outs who had severe employment problems befcre ente-

r1ng the ViICI program.

VICI s specific obaectivéé éné approaches were:

1. To provxde youths with 1ntens1ve sk1lls train-

ing in the workplace-that could serve as a

/ |

stepping stone to unsubsidized jobs and- ap-

prenticeshlps in the.construction trades;

[

To provide tangible and lasting commun1ty im-
,provements through the rehabilitation of pub-
lic Ffacilities and repairs of low .income
hous1ng. re : S -
- ) i ‘
In str1v1ng to accompl1sh thése objectlves the VICI program

dé’ign took several innovative approaches.

tiveness of youth programs .can . be' increased by forg1ng strond

" links between diverse ‘institutions that offer varied resources.

and expertise. The demonstration therefore linked the follow1ng
institutions: - a local .agency to manage® the project; an organi--
zation to provide work, organized labor, local educational insti-

tutions, and a local agency to provide bu1ld1ng permits and work

inspection.

Second, particular emphas1s was placed‘on levering funds from

public sources other than CETA in order to increase: ava1lable re-

-
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sources for purchasing materials and supplies. -

P

Third, the model called for much cibge;/§q5éf§i5i§§1§§ﬁé

supervisor for every six participants) than is ordinarily offered

"in CETA community _.improvement programs. 2/ Only unipn journeymen

pervisors. |

-

The VICI demonstration was subjected to ncritical scrutiny

and scientific research."” Extensive quantitative and qualitative
analyses were conducted to answer two core research questions

specified by the U.S. Department of Labor's Office of Youth

Programs: _ : a

) . Y 2 T o : o o
1. How and under what conditions can- the program

be adequately replicated in various communi- -
ties? T ' g : '
2. What impact did participation in VICI have on
the post-program employnent prospects of
youth, especially 'in comparison. to®similar.
~youths who participated in other types of’

construction-related training programs?

~ In sddition, the Office of Youth Programs selected VICI to
serve as a field, laboratory in order to develop and réfine a
practical methodology for discerning the  dollar value of work

products (the community improvements) generated by the program.

In this report, -Chapters I :and II describe the:program model:

and its implementation. . Chapter 111 .presents the work valuafic

methodology. that was created_to assess the dollar value of the
work products and -the results .of applying this methodology.
Chapter 1V provides a. detailed stummary of various analyses of
VICI's impact on participating youth, and Chapter V discusses the
cost-effectiveness ‘of the VICI program. Chapter VI summarizes
ﬁéjéi.fiﬁdiﬁqg,éndfthaigf@ﬁ@}iéétiéﬁé for policy-makers and

plannérs charged with/guiding employment and training services:

. ? .
L NOTES
% . N
1/Rein, Martin; Social.Policy, Random House; New York, 1976,

p.l.
2/A ratio. of one supervisor to ten youths is typical in most

youth community improvement projects according to the Department -

of Labor's Officéfgf Youth Programs.

LA

interested in W6Tking with jouth were recruited to servg as su-

g
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CHAPTER I: THE ORIGINS AND FEATURES OF THE’DEMONSTRATION

___.This chapter describes the policy context'of thé VICI demon-
. stration; the essential features of the model to be tested, and

the fundamental research guestions to be answered by the demon-

strationi, ~ This chapter' thus seeks to set a framework for the re-

mainder of the report. ' ‘ . )

BACKGROUND . . . . o ' L

The year 1977 witnessed substantial legislative activity on -

) youth unemployment. A bipartisan consensus had been reached that
™ . _Spiraling unemployment among our nation's young people posed a
= ‘formidable socio-economic problem. Nearly cne-half of .21l un-
. ,employed” persons were in the 16 tb 24 age-group, even fhough this™ > _
"'group accounted for only a quarter of the total work  force.1l/' .

These . .figures, however, masked discrepancies amorig various
segments of the youth population:: The Congressional Budget
Office’ reported: o : ~
Unemployment among different subgroups of youths varies
sharply according to education, income, and race. The
chances of a youth being unemployed in 1976 were about

one in seven. If that youth was a school dropout, how-

ever; his chances were about one:. in four. . They were
about one in three if he was a non-white school dropout.

Similarly a poor youth's chances of .being unemployed

were about one in three; and iprbdt‘éﬁd'ﬁbh:ﬁhitéiiggg
in two. Finally, a_ teenage worker living in a.poverty .
area of a central city was about twice as likely to be

unemployed as a teenage worker in genéral; and a non-

-white teenager in a poverty area of a ‘central city was °

more than twice as likely to be Eneﬁployegévzf

_ 1In raw numbers, nearly 3.4 million youths aged 16:to 24 were .
unemployed, on ithe:average, during 1976. Double this. number‘ ex-
perienced periods of unemployment during the year: 3/ ,

While analyses of the.consequences of youth unemployment are.

limited, a review of available studies by the National Commission L

.. for Employment Policy concluded that extended unemployment as a
youth reduces subsequent earnings, may undermine self-copfidence

(which in turn; impairs future earnings and occupational status),

' and ‘-may be associated with crime; drug aduse and other forms of
anti-social behavior. 1In sum;-the Commission concluded "that

"there are lc cerm payoffs to increasing the labor market
opportunites of youth.” 4/ »

"there are long-te

[
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YEDPA: A ﬁésgcnéégiﬁgiﬁéﬁ?fbﬁiém

in July- 1977, Congress: passed a . consoli@ateg youth

employment bill, which, when] it became law, was called¥the Youth
Employment and Demonstration! Piwjects Act (YEPPA). Backed by a
one billion dollar 1978 appropriation, it authorized four major

types, of procject:

i, The Young Adult Conservation Corps (YACC), provid-

ing year-round youth employment in public parks;

forests and recreation areasj

2. The Youth Incentive Entitlement Pilot Projects
(YIEPP), testing the results of guaranteeing jobs
and/or trAining to all economically disadvantaged .
16 to 19 year olds residing in selected areas who

agreed to enter or remain in school during the
period of entitlement; , :

3. The Youth Community Conservation and improvement
projects (YCCIP), hiring young people to work on
ccmmpnityfimp;gyg@éﬁﬁ‘ptbjéCtg‘réngiqa from hous-
ing rehabilitation to energy conservation;

4. Youth Employment and Training Programs (YETP), en-
hancing the job prospects of youth through career’

information, work experience and other activities.

€

While the majority of funds appropriated for YEDPA was to be

allocated by formula among the 455 prime sponsors; a certain proc
portion of YEDPA dollars was set aside as discretionary. - These
discretionary funds were to support more experimental program and

to identify programs and services that best moved youths into the

" job market. -

| The Office of Youth Programs (OYP) was created to administer

YEDPA and pre-existing youth programs: This office formulated a

"Knowledge Development Plan" (KDP) to coordinate and guide YEDPA

discretionary allocations. : : :

yccip o ] R ; . ,

v R ) o * o
The intent of YCCIP was to offer a program "short on.frills

supervised jobs Wwith tangible outputs.™ 5/ It

but long onywell-

targeted out-of-school, economically disadvantaged youths) esp-

ecially drop-outs. A categorical program, YCCIP sought to craate .

roughly 14,888 jobs for youth during 1978. The legislators wére

clear that the work consist of wwork which would not otherwise be

vceip's two-point emphasis on producing tangible community

‘ jmprovement and skill traiping was not a new twist in public”

efforts to address unemployment. ' But the new :YCCIP program

2

19
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THE VICI MODEL

~P

'cahsbibusiy attéﬁﬁtéa to "ayoid past mlstakes by regulatlng

against "make work" and accentuating the qualltyiof the work

experience; ‘the supervision and the output. 7/

OYP's Knowledge Develqpment ‘Plan, issued in late i§77 (and -

updated since then), specifisd three demonstration projects under
the YCCIP program. One would explore the value of using a

neighborhood-based community development: corporation to run

community improvement programs: This demonstration would use

funds transferred frrm DOL to the Department of Housing and Utban

rations: (which for the purpose of this report will b

called the
HUD demonstretqgugff A -second demonstrat1ouywoﬁfd Xxplore the
feasibitity of federal: 1nter—agency work ‘projects, by developing’

DeVPIopment (HUD) and then to ten community devetfgfent corpo-

arrangements through which other. federal .agencies would be ' linked

to community 1mprovement/ﬂnrk proaects. #The third demonstration

would become VICE, theeVentures in Community" Improvement demon-

stration, which was to test the feaslbliity of repllcatlng an

:exemplary program in a variety of communities:

-7;¢ ' SRR

P/PV had compieted an extensive national review of_youth

programs for the Ford' ‘Foundation, and was._ accordingly well-

positioned to design an exemplary program model. The Office of

. Youth Programs therefore asked P/PV to design, guide and research

the demonstration. Using information gained from the Ford studyl

P/PV p1npo1nted three programs that ~combined 'critical fea tures

gency Homé Repalr Program- in Portland, Oregon; World of.

Rpchester, NYl and Maverick Service eorporatlon, Hartford

While no single prodram provided the ideal. model; each pOSsessed

rattractive’ characteristics. BAs a result, the emerging VICI model:

‘-became-a blend of selected features from several:programs.

introduction cf the model to d1fferent Jurlsdxctions rested in

part on a distinction between its essential features, and inciden-

tal features that would allow for. local varlatlons. Accordingly,.

a set of optional features were constructed in addition to the

required program features, some of which were prescribed by YCCIP.

regulations,

. %
The required program elements included: 8/

1. Part1c1pants who were 16 to 19 years of age, out of

schoel, unemployed, underemployed 77777 or econom1ca11y

dlsadvantaged and confronted by severe d1ff1cu1t1es<
in obtaining 3obs, .

areas and varied. work and tralnlng for participants;
(the work must be of a kind that Would not be rou-

g AR
s &




tinely done in the absence of the program),

3;\_Reérﬁitme” of part1c1pants from geograph:cal areas
\'where the& work itself was to take place; ;

- 4. Work crews (10) led by h1gh1y skilled superv1sors

and a small superv1sor-part1CLpants ratio (one to

v

- six) togpermit skills tra1n1ng,

\

5. L1mks among diverse publxc agen61es, with clear

;a551grﬂent of, and agreement to, roles and responw
51b1,,t1es, as follows:

(P

, . . as A local management _agency w1th the,experxence

and capacity to conduct and manage the program,

or a prime sponsor that could administer the
program; ; .

] b. & referra1 agency w1th demonstrated access to

- c. A “work-prov1d1ng aééﬁ§yiiy}tp the demonstratefiizﬂg
capacity to provide a suxtableiznventorgiof pro= - CUY
jects and work orders in a timely and continuous
fashion; .

d. .Labor unions and trade organ1zatlons7t91§§§§er--
ate in the referral of 3ourneyman supervisors; ..

' e. Edggat;ona; institutions to. prov1de youth parti-
cipants g}tniopportun1t1es to enroll in a GED. or
other form of cont1nu1ng educatlon’

6. Provision for obtaining licenses an@[origermits to
pngertake physical community improvements; and
Inspectxon of work performed; . -

7 Xﬁggmm;tment to provide the necessary data and in-

formation to meet the demonstration's research re-
guirements; and . 7 ; ; _ L.

8. A commitment of -local funding, particuiariy for

building materials and supplies; to supplement the

support prov1ded by DOL. P -

‘The opt1ona1 elements that allowed for var1at1ons in local

conditions included payment of incentive wages to participants,

the. offer:ng of driver education, the location of target areas

for work sites and youth recruitment, and the choice of local

program 0perator.

Pl

.

- éftér revxewxng and approving the model, (DOL) seiected and

— — — ————  m— e oo

invited fourteen prime sponsors, mostly from magjor cities; to a

workshop where P/PV. 1ntroducea ‘the demonstzatlon and offered the

- ’ R N

i ) . | é

= :
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opportun1§y to submit proposals for starting a VICI program. In

all, fifteen 9/ proposals were submitted within the one~month

deadllne. Gf these, elght¢were approved for fund1ng'

Atlanta Ceorg1a 5

.« Broward County, Florida New York, New York (South
Chicago, Illinois Bronx) .
Milwaukee, Wisconsin Ph1ladelph1a, Pennsylvanla i

Newark, New Jersey .

'} Authorlty for the VICI, démonstration descended vertically

from the DOL Off¥ce of Youth Programs through the Reg1onaY

Offices to the CETA prime .sponsor in each city. (See Chart I-1).

P/PV,; as the intermediary organization, was responsible for

- designing, guiding.and conductirig research on the demonstration.

As such, P/PV had "recommendation" authority but was dependeht
upon the Office of *Youth Programs and/or the DOL Regional Qffices
to put 1ts recommendat1ons into practhe. The institutional
og is shown in Chart I-1. Typical
\ the work provider;' educationail
fa$111ty and the referral agencyl are described as well.

Each of the eight s1tes was. to opeEEﬁe its program for

-e1ghteen months, with continuous enrollment maintaining a level
,of 60 active part1c1pants.‘ P/PV Program staff were assigned to .

provide technical  assistance and program overs1ght durlng the

perlod of operation.

‘r i
@ “
,,,,,

The elght s1tes,gommenced operat1ons separ:e ely during the

per1od September 1978, through Februar£;1979 lhen the demon-

stration period had ended for all sites in September 198d, almost

. B e o — o —— — — =

1,500 youths had participated in VICI. "Fiwe of the sites scon-

't1nued to operate, with the help of DOL matching funds; through

most of 198i*; O0f these; four made successful transition to non-

s m— — o — — — — - = -

discretionary local funding sources and continue in operation.

in addition, thekehrccgo site; not originally selected as one of

the five for DOL matching funds, has continued to ¢perate with
lacal funds s1nce the end of the initial demonstrat1on.

JE S - -

THE RESEARCH PLAN - .

The DOL s Knowledge Development glan of 1977 gu1ded the VICI
research lﬁ/ by enumerat1ng the three underlying objectives of
the demonstrat1on- -
. ) o

- 1ls To demonstrate and test the feas1b1hty and ef-

'fect1ven§ss of the replication methodology itself

(i.e.; how and under what conditions can the pro-

gram model be replicated 1n varlous communities?);

2, To develop .and ref1ne a work valuation'  method-
ology that may eventually be incorporated into
formula-funded cemmun1ty 1mprovement programs; and

e 2. T

/
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Chart I-1 ! - .
Schematic Representation of the VICI Demonstration
i By Qrganization and Functions :
, ) _ ) ) P ¢
PUBLIC/PRIVATE VENTURES OFFICE OF YOUTH PROGRAMS , 5 - \
@ Model deveiopment L v | # Site designation I ) ,
e Proposal review - e Contract awards, |
¢ Implementational .® Overall demonsfration
_ assistance - . Ny — —
e Ongoing technical 4
assistance o . - ' - '
® Research -5~ "o . | ' DOL REGIONAL -DFFICES ,
ANE “'7‘ -»};_'~_J: e Fiscal monitoting ° : o,
.~ i\ <~ L ® Contract compliance \\ ; (
\,j.’_ ) : R . v \ 7 ; \ 7 - \‘, : y 7 P
\ N ) I e )
- . 7\ . — — . s
\ 7 (| PRIME SPONSORS (8) .
. \ ol e toggi gianning _ . . . g "
\ e Local subcontract , o
A ) e Monitor subcontract- [T : . )
\, ‘ ® Local imq}ementatioﬁal o o ‘
\ assistahce P \ .
_UNION LOCALS v \k LOCAL MANAGEMENT AGENCY o SUPPLEMENTAL FUNDING
Provrgeirnstructors N (Ma) , . 4 e For faterials/”
® Acgess to """f) o Project man&gement 7;;éf supplies ; ; A' A
- apprenticeship - 7| @ Maintain linkages 5— ; — +
- — »/ | @ Youth placement. N L '
« . 7/ | » Reporting I A —————
- 7 e \ \ﬁ WORK fﬁgyﬂgrg«; AGENCY
YOUTH REFERRAL AGENCY =~ [/ -« y P \ (engey housing authority)|
plinintpt ) # Identifies work gite
(e.g., youth agency) P _ i ) » el et
777777777 . o . | @ Prepares job orders
e Initial screening b 7 \ g
o i : N L. ~ { o Inspects work
_ and intake . : i
| ® Referrals to LMA | 7 ) : R ) : ] \
X - - | = \
| EDUCATION LINKAGE ) GENC!
e LI oaD .| YouTn PLACEMENT AGENCY |
.orogr;m) ’ MWl Afd VICI completers -
’ ) 3 Educational services. S I to secure Jabs .
, ; o T - A -
‘G . . el

4

NOTE: 1In some sites, more than one role is played by the saie agency (e 8.5 the

prime sponsor is also the local management agency)ﬂ In others; multiple .
;agenc1es are involved in one function (e.g.5 youth referrai) _ o -

Lines of primary authority 7 _
«—-—-—— Communication lines' =~ oo e T

VR ' . : %?éz oot
o L T -
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3. To comparet the post-program experience of youth -

participating in the projects (which will mainly

, - provide job experience) with :those  for acompar-
v . able group of yqung people of isimilar backgrounds .

who have parficipated {n other manpower progtams

(which emphasized classroom training, manpower and

support services) in the same localities.
- \; .

. - ] t.
_A’djtferent research strategy was used to answey each of  the
basic questiéns, . First, the question of how and under what con-
-di'ff:;ffigwp;ggraﬁEQOdél‘CGula,bé adequately replicated was
answered through . pro

=d ess documentation: It sought to evaluate

4 those processes’ that quantitative analyses do not reveal. _ The
7 theme and couzy® of replication was one of the principal targets.

Other topics addressed wete the operational.effectiveness of cer-
tain. features of the model itself, and the role of the intermed-

iary crganization in replication,: The primary meafis of informa-

tion gathering consisted of on-site observationg and _comprehep-

-8ive interviews with kéy persons involved #n VICI. This work was

subcontracted to a team of experienced, independent evaluators

who visited every VICI site several times during the deménstra-

tion periodi The results of the process documentation analysis
follow in Chapter 71I. , . . . ’

To meet the second objactive, P/PV staff designed and imple-

mented a work valuation methodology that provided a mechanism for
assessing the dollar value of production. A discussion of the
methodology and the resuits of its implementation in the eight
sité&s appears in Chapter III. ‘

The third objective; “to compare the post-program experiences

of youths in VICI to youths participating in other programs” was
revised” before the start of progtam operations. SBoth DOL and
P/PV agreed that more ‘credence would be placed in findings that
were confined 4o YCCIP constructibn projests rather than spanning
8 spectrum.of programs with differect goals; sbjectives, activi-

‘ties, and youth charactecistics; ?pigfﬁould;incrEQSé similarity

.gcross thg .comparison groups and, hence, would make the intei-
program comparisons more xeliable. in addition, P/PV recommended
that a "no -treatment" group be added to the study in ordet to
gauge the net effect of the demonstration-on yough. 11/ 1n the

gﬁaiwﬁﬁé post-program comparison emerged as a four-group study
esign. : . ) Y

.~ e

-Face-to-face follow-up interviews to obtain key labor market

§§§§iﬁ§§jon,(e.g.;_éﬁplbYﬁéﬁt,étatﬁéi”gégéé_gﬁdujpb types) - were

s gbnduéted at ome, three and eight months after participarts left

.- the program. These interviews were ottained from VICI partici-

K“ pants and from: ' : -
i 1. Youths who had entered the HUD demonstration in

j the four cities that overlapped VICI sites (Atlan-

~ ta, Chicagc, Newark, New York). HUD projects

enrolled both in-school and out-of-schosl youths;

. 24
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S+ -10- L
//\;'~on1y théliattéf were included in ‘the study sample. .

2. Youths in formula-funded YCC1P constructions pro-

grams run ‘in VICI cities. Only three sites had

the quantity of these youths {n=68) deemed suffi-
cient for the study: Chicago, Philadelphia; New

York- S B

3. Control youths, randomly selected from the waiting

lists of four VICI sites.

Progtam impact was determined by a multivariate.inter-group

comparison of the youths' ‘post-program behavior and” experiences.

Chqueg;§yrdé§cribé,the research design in detail and presents
the findings of the impact analysis. ‘ B
o CoT , - )

An additional part of the impact, analysis is the assessment*

of VICI's cost-effectiveness, which is discussed in Chapter V.
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for the Central Harlem and South Bronx neighborhoods. .

_ 10/A compendium of VICI Interif Repcrts is found in Appendix
I. ¢ .

p : -

11/The national Office of Youth Programs felt that it could
not mandate such a control group but neither would it prohibit

such: 1t was left to Public/Private Ventures and each partici-
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. ~CHAPTER II: .THE VICT MODEL AND ITS REPLICATION--

A PROCESS DOCUMENTATION ANALYSIS
____The Knowledge Development Plan of the U.S. Department of
Labor, using VICI as a testing ground; called for analysis of

program replication as a strategy for fostering effective ser-

vices. The basic question posed was: "how and under what con-

ditions can the program model be adequately replicated in various
communities?"1/ This chapter addressés the issue by first
deseribing the program model from the perspective of: . a typical
program staff, a typical youth enrollee, and the central features

of the VICI model. The sgcond portion of this chapter analyzes

the key steps in VICI's replication process and the lessons that

- __ = 3

stages.

‘were learned as the:demonstration ptb@té%i?é through its several

¥
+ In order tc,ihVéétigétéﬁthéSé7i§§ﬁé5; P/PV ralied upon pro-=

cess documentation; consisting primarily of extensive on-site ,
observation and interviews with several hundred key actors: fThis

method was chosen to obtain information (e.g., local political

forces, the strength of the 1linkage system) not. readily amenable

to quantification. P/PV subcontracted for the services of two
experienced evaluators (Harvey Shapiro and Henry Blakely) for the
process documentation analysis. While they were guided by a re-

search '‘plan that set out main study themes; they were encouraged
to-draw their own ccrnclusions-: .

times during the study period. _They spoke with mayors, Yocal

The evaluators v%g;ted each VICI program site at least ¥ive
employment "and housing officizls, ~union leadets .and_- other
professionals involved with the demonstration, .as well as with

youth participants, homeowners whose dwellings were being re-

paired, their neighbors amd passersby who stopped to view the
work projects. The evaluators also interviewed BOL officials and
'P/PV_staff. These visits and interviews took place throughout
the demonstration period." This chapter provides a synopsis of

the more th&n 1900 pages of procass documentation the evaluators
produced: 2/ ° : . ' o

N \‘ ot i 47*77717**1”’ ”" y o ) ,";} P —;—77 - o

As part of the investigation of replication, P/PV was asked

to evaluate its own effectiveness as an intermediary institution.

LY

Like the other gualitative research, this task was subcontracted

to independent evaluators for process documentation analysiss

Since P/PV feels that self-evaluation 'is not appropriate,; the.
portion of Harvey Shapiro's process documentation report. that

~deals with the role of -the intermediary appears verbatim in
Appendix II. : ‘ ‘ . SN

s
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THE PROGRAM MODEL

This section describes VICI from the vantage points of typi-

cal staff and youths, Eﬁéhﬁégéi'é=aiStihgui§hing7fea§ﬁﬁ§i”§ﬁd
problems in execution. This preliminary désc:ip;ion_delipgageg

§3§é7§f7VICI's essential aspects, providing an informed basis for

interpreting both the repl;p§£§on portion of thig chapter and

subsequent gﬁéhtitétive chaptersy , .
=20 ' =

’

s

¢

The Program Staff
 The local operator was the hub of the VICI program . In_three
of the eight VICI sites; the prime sponsor assumed e role of

program operator, managing vicl.directly. In the ‘other five

‘j‘

sites, prime Sponsors were responsible for selecting, subcontrac- |

ting with and -monitoring the local VICI operator. -~ ;
. ., . 7’ 1
°  The project director and deputy director were at_ the fulcrum
of ViCIi's dual goals: training and production.. Ordinarily, one -
was an experienced human services professional and the other a
ssasoned construction expert (usually a union jourpeyman or_ fore-
man). It varied across sites as -to who was director and who was
= deputy but the dual -capacity was evident in seven of the eight

VICI programs. : The construction expert approved and scheduled
the jobs, estimated Jjob costs; and supply needs, supervised the

journeyman .crew chiefs; and inspected the work:. The human

' youth "screening
proc ne ypocéured antillary
services; oversaw data callégtion and monitorec the administra-

services professional implemented and oversaw_the

processes, assessed participant needs for and p

tive processes.of the programs

_The director and deputy jgintly developed and implemented
péﬁticipag;ﬁgéfgaﬁﬁéi péliéiés,,Séttled”gigpi§iiﬁéiy problems and
handled issues that involved both the human serviceg and produc-
tion areas. Together; they managed the job “placement campaign

and tended the linkage system that characterized vVici, «hich
meant: « 5 -

e orking with referral sources te assure a continu-  *

ous flow of¥VICI-eligible candidates;

, e ‘s5clidifying links with educational institutions to

provide GED training, and with support service |
providers (e.g.; counseling, legal aid, day care) "
to handle perscnal problems encountered by parti-
cipants; S _ . .

»

e Monitoring jcb,éiﬁéééﬁér}@éfféité to aid VICI grad-
dates to gain employment; - B

5 Viorking with unions to recruif journeyman crew
leaders, to develap skills curricula and to secure

apﬁrentiéééhipszbt_pramisiﬁé VICI graduates;

o
- .
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Coordinating witW the work-providing agency to

furnish approprlate community 1mprovement projects
. rln ‘a t1me1y manner; -,

@ Obtaining accurate and timely job specifications
T and architectural draw1ngs from the work-providing
ag ency 7 B :

Negotiating agreementsr completlng paperwork and .
monitoring invoices and inventories for. ;supplemen-

.~ V . . tal fumding sources. Theseffunds were critical in
VICI; especially in generat:ng money for bdilding . ~ -

@
.

- supplies and materials, which comprised about 15-

. percent of a VICI site's overall annual budget, or
about $126,000. . .

o ' }

P
Cruc1a1 members of a typlcal program staff were the _union-:

-
e

journeymen serving as crew chiefs. Each supervised a crew of six

youths and was charged with "getting the. job done."™ Since yoiiths

commonly entefed VICI with few skills and often had to hé taught ;

such ba51cs as u51ng a hammer or measurlng a plank the journey-'

Cléii@é%istéﬁg;:é data clerk (who handled the significant

data.collection demands of the demonstrat1on), and a .warehouse:

man/drzver who tvgnsported suppl1es-completed the VICI staff.

o » - .8
T] !: |] , W
VICI applicants were typically 18-year-old m1nor1ty group
° members who had dropped_ out of high 'school and were jobless.

Most heard of the program thfbugh-nelghborhood community organi-.
zations or from CETA prime sponsors. Before applying for VICI,
each youth had to be formally certifxed as CETk-elrglble by the
prime sponsor or its designee: ; _

B

¢

In some- sites, .a- panel of journeymen qu1zzed the apglicant
before admlss1dn was granted Wh11e there was some weedlng out“-

eral days 1nstruct1°n on- JOb safety; tool 1dent1f1catxon, work

rules and on-site observation before being assigned to -a work

team. Being a-crew mefiber meant workrng with five other young

persons ‘under the djgéct supervison of a" union journeyman. It

meant getting up eatly to be on the job by 7:66 A.M. For a new
member it meant inheritihg the least skilled -tasks like cart1ng
off debn1s, scraeiig/palnt and breaklng up concrete.r A good

’
. ‘5

. '
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VICI during their first few weeks because

number of youths gquit
‘of these challenges. As it became obvious that new participants
-were often deficient in such fundamental skills as simple math
and reading a ruler, time was set aside on the job to teach the
basics: using a ruler to cut boards at specified lengths, figu-
ring ho% much paint would be needed to cover a wall of certain
dimensions; or how to read the directions for mixing a bag of
concrete: , r - :

o - - ,!:, S - ;,,,Z,:,,, g - oA
As afng;himasgg;ed.the fundamentals; new and ‘more challen-

ging tasks W introduced and incentive pay raises for good work
and attendance could be gained. Inexperienced youths would nor-
mally observe a task first before trying it; gradually; they
youth gained experience and began coachir.] new enrollees. Youths
would then be urged to bedin preparation for an unsubsidized job.
Finishing the GED program was. emphasized. Qualifying for a
. driver's license and .saving money to purchase a car were often
.éncouraged. because, once out of VICI, it was critical to have
transportation to and from ‘job sites. : :

Partly because of the varied nature of the jobs and the con-

tinuous intake, there was no precise: skill curriculum that, when

 finished, signaled successful completion of the program: Rather,

as a youth approached the end of the?training period (or .if he/

shd—showed exceptional skill), vigorous job piacement efforts
wete initiated. All-VICI staff were responsible for making con-

tacts with prospective employers and unions. VICI youths were
instructed in job search skills and given responsibility for

making a specified number of contacts per week. The youth's
“journeyman supervisor, who often had strong; informal contacts

with unions and other construction employers; was a particularly
good gource of job information:. - (This is discussed more fully in
the section on union links.)

.

Construction Work . — .

“\;\\:” S
. The decision to select construction work-as VICI's focus
shaped the program in many ways. The building and construction

~. trades appeared to be good, though difficult fields in which to

. obtain emptoyment for disadvantaged youth because work in this

field draws high pay: The prospect of training youth .in the
construction area-also had positive aspects. Although the.work
was often difficult, it was tangible and.. thprefore gratifying;
the tasks were clear, -the progress discernibig, and one's role in

the building process . easy to comprehend. Although VICI enrollees
were at the beginning of a long road in building trades careers,
they were also learning skills that they could put to use immedi-
ately. through other jobs or at home. .

Another .positive aspect of construction training is its pro-

dudtion copponent: tangible communjty improvements: 'The communi-

ty improvéments made-by VICI incPuded emergency repairs to_the
homes of [the poor and elderly, and the refurbishment of.public
housing pt

-ojects, single family houses and a wide assortment of
_ : ;\i - : -
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facilities used by public service organizations. _ The projects

often substantially - improved the appearan~e and usefulness of
these structures. . :

Community improvements also generated good public relations

for CETA. 1In a national atmosphere of suspicion that CETA funds
were being wasted; prime sponsors regularly brought observers to

see the work done by VICI crews.

There are; of course, some n&gative aspects of using con-

struction as the arena for skills training: some trades require
high school diplomas;’ an educational barrier that many - disad-
vantaged youths could not pass; entree into many building trades
is often long and complex; involving tests and lengthy periods of

apprenticeship; and employment in this industry can be highly

sporadic. . it also became clear- that 1617 year olds were .too

struction trades. ‘Too many individuals in this group lacked tH

necessary maturity and level of commitment. Most program oper-
ators would have preferred to focus on 18 and 19 year olds or

permit enrollment up to the age of géa%thé cutoff age for ente-

“ring many apprenticeships.

This was another important éiéﬁéﬁtiih the VICI model. VICI

sought to copserve employment and training funds by using them
for leverage: to attract money from othet sources. CETA prime
sponsors felt that they were getting better training for their

money; in fack, the levered funds.used for materials and supplies

permitted the productjion orientation of the skills training that

. normal CETA funding. levels would otherwise not have permitted.

" The community development or housing 'agency, by providing funds

for building materials and supplies;.was able to invest a "small
amount and get large returns because CETA funds paid for most

labor costs. (See Chapter. V for a discussion of costs=benefits

for CETA and community dgvelopment organizations.) Levering:
allowed each agency to get a larger-return on its dollar than

would have been possible without this sharing of resources: '

' Involving more than. one funding source also proved helpful in

'dealingrwith the vagaries of CETA funding. CETA funds decreased

during the institutionalization phase but two of the five pro-
grams were able:to increase the contribution they had been re=
.ceiving from the local agency that provided materials and sup-
plies. These additional funds could then be used to offset

reduced CETA funds: Elsewhere, local funds were used when
federal funds were slow in arriving. :

Conversely; levering funds also meant that slow delivery on a
funding commitment could impede VICI operations. Three VICI

sites were forced to scramble for alternative funds while waiting

for funding sources to fulfil their commitments: 1In two in-

stances; material and supplies money was slow in coming; and work

T o . ]
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was temporarily slowed. N
. Yltimately, of course, levering funds does not change program

costs,;. it just spreads them over more sources. In this case;

y addressing both manpower and community improvement objectives °
served to attract multiple funding sources. Levering is highly"

attractive from the standpoint of fundets because it allows them
to get more results per dollar:

a B -

The Linkage System .

‘ the links between a manpower program and other: organizations
~ test on the assumption that the expertise and resources needed to
- provide .services critical to the success of the program already
' exist within the community. Theoretically, it :would be.expensive

_and poor public policy to duplicate services by adding, say; edu-
‘cational services or the capacity to identify and screenm appro- = _
- priate work sites; when .those services could be obtained at ro
cost by forging links with existing institutions.
VICI was therefore linked to work-providing agencies « that
- generated work opportunities, trade unions that provided exper-
~ ienced instructors as well as entree for trainees into the
: construction industry, educational institutions that made it
L easier for participants to reconnect. with a sysfem from which-
9 they had dissociated themselves, a° youth referral network
. designed to facilitate the recruitment and screening 'of qualified
applicants, and counseling: and placement services. An advisory
board was created to keep all the linking institutions in regular
contact with the program; Chart II-1 describes the variety of
’ organizations linking with the eight VICI sites, as well as the
specific type of work undertaken by each: R ~
During the planning phase many observers questioned whether
these . links could,K be readily developed. Hbwever, VICI'Ss
designers hoped these  institutions would work together out of
) self-interest; everyone was .to have -something to gain_ through
' their involvement. As the fcllowing discussion describes, the

most succesSful links - were, characterized by this mutual self-

interest, primarily that of unions and work provideérs. Con-.
versely, unsuccessful links were characterized by a lack of
perceivéd benefit, as in the case of local education systems, oOr

competing interests; as in the case of referral agencies with
access to eligible youth.

The work-providing link offered the most obvious incentives.

By agreeing to participate and identify work to be done, the
work-providing agencies were able to get’ useful refurbishment and
‘ rehabilitation work completed at extremely low cost, because they:
: had to underwrite only materials and supplies. Moreover, the
presence -of union Jjourneymen as supervisors provided assurance
that. 'the work would be of acceptable quality. " Thus, the work-

providing agencies were able to please ‘their constituents,-

improve their facilities and help youth while using less money:

o | . 3-4 . ‘. S - . | ! L 32 -
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thun would have been spent with private contractofs.

_ Theé union link was also:crucial t§mﬁiéiii7@Eé”§§ﬁ6ﬁ$fiéfi6ﬁ‘s
designers believed that VICI held two attractions for unions:
the jobs it provided for some of their journeymen members and the

satisfy equal opportunity requirements. However, the prospect of

opportunity to obtain more minority or female apprentices to
a few jobs and affirmative action pressures were seldom strong

enough to Iure suspi¥cious unions into an alliance with VICI.  But
some unions were attracted by the. opportunity to screen -minority

youths who might be entering apprenticeships.

hside from the Job.Corps, VICI was one Of the few CETA

training programs to involve union members:  Union craftsmen were.

originally sought as instructors:to assure high gquality of
training and to link the VICI program to the unions. in which it
wag,_hoped VICI graduates might ultimately gain membership. Al-
though the use of Journeymen as instructors made the program more

expgnsive,; it provided benefits that exceeded those originally

anticipated:

e The involvement of union journeymen insured that
high quality work was done by VICI crews.
. S ot
# The involvement of union journeymen helped cement

relations between trade unions .and VICI.

Union journeymen assumed an unanticipated role in

the placement process and had a significant affect

on the placement record in many sites. VICI_ jour-

neymen used the unions'-traditional informal net-

works to help VICI youths find employment. The ;
involvement and recommendation of a journeyman
meant far more than the efforts of a CETA job de-

veloper in gaining a favorable response for VICI
entollees, ‘including minorities and women. . As one
Newark journeyman said of -his relationship with

employers in the area: "They know I've got to go
back to work in the trade, so I'm not going to
s;iCR them with any deadheads.™

s Journeymen provided useful role Models for many

youths from families with no prior connection to

the labor force: '’

é Journeymen introduced VICI youths to the "side
‘ job," either as helpers on the instructors' side
jobs, or putting their newly acquired skills to
work on their own side jobs. This opened up a
promising source of continuing income, a source

iikely to be ‘available whether enrollees were
placed in building trades jobs or elsewhere. ’

e The involvement of union journeymen was also

»

L2
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useful to several prime sponsors. The CETA system
has been viewed with suspicion’ by many unions,

which see some! training programs as a!threat to

union job security. Conversely, CETA officials
have sometimes dismissed unions as supporters of

the status quo, committed to blocking CETA workers

from entering the labor force:.. Six prime sSponsors

reported that VICI was a useful vehicle for dis- .

SmmE i R R P PR PRl R | — e m e -
cussions with union leaders and members, providing

a basis for a better relationship that could a:
> result in future joint efforts. - .

The links to education, youth referral and counseling ser-

vices proved difficult to estdblish and/or maintain. The 1link

sought betweqn VICI and the education system seldom proved

fruitful, The school system had little to gain from assisting

11l

VICI and, after a hard day's work, VICI enrollees showed little -

disposition to attend GED or adult education classes. VICI en=
rollees were often drop-outs, and they seldom returned to school
unless it was- required by the program. The né,eiceptibh was
driver's education; which many youths took to acilitate travel.

to post-program ~sites. -

The link with a referral metwork for youth prove

unreliable: N@ VICI &ty had a single agency available with a

demonstrated capacity to recruit and refer youthi Many agencies
dealing with youth were service providers themselves and conse-

quently viewed the referral of substantial numbers of youth to
VICI as not in their ihgétésg;ngigng;qg;amrcperitprs ultimately

established their own recruiting campaigns, making contacts with
churches, mailing fliers, advertising in the news\ media and, in
one case, taking to <4he street in a sound truck in order to re-

cruit sufficient numbers to maintain a full census.

Links with agencies providing counseling and ‘other support
services were established somewhat more easily, but here; too,
the agencies' self-interest worked against ViCi: Most VICI pro-

grams found it easier to convince the prime sponsor to fund a

counselor/job coach position or to obtain a ‘graduate-level
work-study counseling placement than to 'send VICIL participants

off-site for appropriate job-readiness and personal counsgling._

Summary | ' o s
. ! &

_ The links that underlay VICI permitted the program to do moze
and to offer.more.while making it more difficult te keep the

program in good working order. The reliance on links, sometimes

meant that important resources were not under the program's

control. Other links that were at, first regarded as sound, such

as recruiting, proved to be loose and unresponsive. VICI pro-

grams had to learn. to-do without them. In many sites, rhowever,

the union and work-providing links grew strong and served as

o

Y
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valuable, ééfﬁéﬁé indispensable allies in the transitien to local
funding. X v '
The "enhanced work experience® feature_ of the model meant

that youths were not merely provided withR work experience, but
with skills training with a strong production emphasis that
provided "a "real work" environment: Crew sizes were small: the
supervisor/trainee ratic was 1i§; considerably smaller "than in

other programs  {where it often ranges from 1:19-1:208); in order
&0 -increase the skills acquisition of the trainees:

A i,f,,,, ,,,f,’,,,,,,, ,;,;,,, T \

THE REPLICATION PROCESS g

e

The replication process has iéﬁgZStéhaing appeal- as a means

of assuring quality service delivery over diverse and widespread

geographic, areas. eplication is, intrinsically, a centralized
-‘strategy for changeg/ that seeks to transplant a proven model to a
variety of settings Skeptics of replication have noted that too

often coficepts, str¥ctures and methods have been copied without

" attention to local conditions. :Vogel has observed that "in

considering various /program.models, it is important to recognize
that what works in one particular plaqg,shgg}ﬂbggpibe expected

. ipso_facto to be transportable to other settings or to other

client populations."3/ ELbcal labor market conditions, politics

and program practices :@often combine to scuttle effeétive

replication.

In replicating VICI it was recognized-gdickly that local sup-

port and-cooperation was a critical ingredient for effective pro-

gram operation. One powerful way of enlisting local involvement
was the. $1 million in discretionary money that successful sites

received to cover VICI expenses. " However, VICI planners went
further .by building in a set of options that could be selected
locally. Important facets such as the exact nature and location
the designation of participating ageggiéé;?éﬁa

of work -projects;

certain embellishments of the model (e.g., incentive pay raises

for youth) were local choices: ~ Therefore, although essential
features of the model were not permitted to Vary, there was ample

tatitude for officials to adjust the model to local Céﬁditibhs;

in assessing its feasibility, replication was not viéwed as a

single event: - It was seen as a multi-stage process with each
phase having/its own set of barriers and benefits. Four phases

were evident during the VICI demonstration:
T . L
e Planning, which included designing the organiza-

tional and operational specifics of local VICI

programs as well as securing commitments from’
unions, work-providing agencies. and the other

organizations called for in -the VICI linkage
system. : : ’
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'@ Implementation, which assessed how closely sites

adhered to the model during the demonstration per-
ind and how the model fared in day—to day opera-
tions. j

Trans1tlon, which coyered a period of br1dge fund-
ing 1in. which five VICI sites received one-for-one
federal matching dollars as they attempted to
switch from 18@ percent d1scret1onarv monev to 168

percent local supportﬁﬂ

n, which documented how Wwell °

VICIiprograms fared in ehlisting local financial
suppizz in order to become an ongoing ‘'part of the
localities' employmert Fnd training programs.

_ fThe following section deals

with obstacles faced and'lessons
learned during each phase. ' ~

Planning - ;

.~ Planning for the VICI:’bdei was exeocuted in a fairly shortA
perlod of time. Sites were screened fdr a variety of factors and

in March 1978, DOL 1nv1ted,15 sites to submit proposals. ‘Not
surpr151ngiy, the: attractlon of almost $1,0006,0600 in discre-
tlonary money_per site to operate the eighteen-month project was

primary. All sites agreed to submit competitive proposals to

P/PV and all met a one-moathrdeadl1ne for doing so¥ J

The rep11cat1on procéss was. fam11ar to many. local program"

planners. They poxqted to their exp ience with block grants

that required 1oca1$t1es to design programs to meet national

guxdel&nes and criteria as well as 1oca1 needs. Moreover, sev-

eral planners said that, as middle-level bureaucrats, they were
accustomed to translating pol1c§1d1rect1ves from senior man-

. agement into specific programs.

Aithough 'ag noted in”théléiéouésion of implementation, actu-

always easy. However, most loqal program planners found few

problems in comprehending and enploying the concept of repli-
cation, : P ),

on the whole, sites were successful in securing commkitments

from unions, work- providers and -local management agencxes and

other required components of the extensive VICI linkage system.
These commitments were 1ncorporated into comprehensive proposals.
Each proposal received an intensive review by teamg of evaluators
and was rated on all critical dimensions. Thes{proposals wgiere
then tested at the sites; during which each link &as scrutinized,
potential worksites were observed . and proposed management struc-
tures examined: '

“.".
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. .This strenuous; process Of_{Jeid _reviews proved useful, be-
cause weak links fell apart quickly Under the scrutiny of an in-
termed1ary organlzat1on. Stron links, on the other hand, were

reinforced by this process, because it demonstrated to. program

operators, unions and work" prov1ders the serIousness with which
 those commitments were regard*’ :

Following the review and revision period, P/PV, recommendef

and DOL approved eight of the 15 applicants. _The demonstration
consisted of eight prime sponsors, representing mostly large

cities in the eastern half of the nation: Atlanta, Broy ard County

(Fla.), Chicago, Milwaukee, Newark (N.J.); New Haven; Ph1ladel-

phia, and the South Bronx area of New York City.

From the replicat1on perspective, it was IﬁsErﬁéEive _to

examine the prime sponsors that were unsuccessful in their bids.

plication. A number of obstacdes (and combinations of them) ap-

Comiion obstacles might point Eg\condlt1ons that frustrated re--

peared from this investigation! Three .prime _sponsors were unable

to make reasonable, workable links with trade unions. One site

could not lever funds for building materials and supplies from

appropriate local agencies. Finally, two were dropped from DOL's

o e &

list becauseof fiscal controversy or managerxal weakness in the

- prime sponsar. No one obstacle emerged in all of the unfunded

sites; suggesting that no one essentlal feature of the VICI model
was unachievable. :

The experlence of the plannlng and appl1cat1on proceas offer-
ed several valuable lessons regarding replication 1n general and

the replication of VICI in particular:

. ‘Nearly all 51tes found the mllllon dollars in dis- ;

cretionary funds a strong incentive: _It repre-

sented a sizable incréase in :local youth budgets.

~ (For example, Los Ahgeles' total YCCIP -budget
" Wwithout VICI was about two million dollars:):
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speedfana quality of the work. Successful sites
were supported by local political elites, while

e Prime sponsors w:th solid relatlonshlps with local

publ1c organizations and wunions were able to

secure the commitments required in VICI. However,
some sites used VICI as a catalyst to_ begin rela»

tionships, especially w1th trade unionss

- implementation . _ ¢ . .

’ .
- R

— —  — —

The transitxon,ftom plannlng to 1mplementat1on was a major

shift, marked by the introduction cf the program operators.

Prom1ses made 1n the prqposals were put to the test. Although
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the 6péfééafgé%5 times resisted elements of the proposals, and
€ncountered assorted start-up problems; none argued
that the proposals or the model were inherently unworkable.

Four sites progressed in a smooth; uninterrupted manner. 'The

other four had preblems that stemmed frgf breakdowns in the
linkage system. For the most part; the weak links were within
public sector organizations and did not involve the union bond.
In one of the four sites; almost everything went wrong; the re-

maining three sites experienced one or more of the following

"problems: misunderstandings between_the prime sponsors and the

subcontractor that was to have run the program; delays caused by

the inability of the . work-providing agency to produce ‘a steady

flow of work siYes; tﬁé’Withdtéwal7é§§u§g§sgqqgnE7:é§1acem§nt,cf
a work-providing agency;_a local management agency's bureaucratic

inefficiency; and slow delivery of community development monies

required for building materials,

The success of the four sites that proceeded with relative

ease into their operational phase seemed attributable to sound

managemernt and a dependable linkage network, rather than to simi~
larities.in program structure, 1In fact these four sites varied

in management flow-charts, nature of work and sophistication of

linkage networks. In two sSites the prime sponsor doubled as the
local managing agency: in_ two others; ‘the programs were run by
subcogtractors..; In two sites; the program directors were jour~-

neymen; in two others they were women who Wwere not memb&rs of
trade uniens. One site worked with a single union; others dealt

with as many as five:. Some sites did only one type of community
improvement (é;Qijuggjntjpg)jfpthers;did,homé repairs, gut rehab-

ilitétibﬁ of abandoned housing or a combination of the two. In

short, no one strategy surfaced as essential (or optimal).
Several VICI program features proved difficuit to implement;

The VICI desigh limited the geéographic areas from which ‘youths
were tocbe recruited and required work at sites to be located in
essentislly the same areas. Youths and residents were expected
to take special pride in improving their_ own neighborhood, and
neighbors were expected to feel better about youths because of

" the good ‘works in which they were engaged. This expectation was

not borne out, due primarily to the logistics of recruiting
youths and obtaining good work sites. The areas in which youths
worked bore no relationship to their perceived “"community."

Ed

¢ The VICI model proved replicable in the eight -

sites. The one feature of the model that seemed to
have little bearing on the success of the program
was the "target area" notion of having geographic
ework areas coincide with youth recruitment aréas.

¢
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Links with- construction unions proved ‘to be very

helpful to successful program operation. )
e The work-providing ,links- proved valuable and far
' outweighed logistical and other problems. ;.
¢ ~ Other , functions of the linkage system proved -

. difficult -to implement f(e.g., educational ‘and
counseling support; youth recruitment), and were
frequently assumed ‘by program staff. L

e  Talented program managers were crucialj ‘the model ,

will not work without administrative "strength.
— e L A=
Transition . A
' The demonstr@tion was designed to fund each program for .18
months, after which results would be.weighed. _As the demonstra-

tion period reached completion, P/PV encouraged the borL Office of .
Youth Programs (OYP) to add new VICI sites and extend most of the

existing ones. . The veteran sites.would act as mentors to\n
sites; so that eventually the VICI model might be institutional-

-;izéd as a national network. ' After lengthy discussion; OYP judged

it more prudent to delay further replication until the. finad

research findings were obtained and analyzed. .

It ﬁés,déqiégd;fﬁéﬁéﬁéf;-Eﬁét'thé'Viéilsités,dégﬁéa most

successful by P/PV would receive continued support in the form of

'a. one-for-one dollar match. OYP would provide half “the funds -

needed to. continue for aneadditional year beginning October 1,
19 rc be raised from local
sources. Forinula CETA funds could be 'used as part of "the local
match: . P/PV recommended .that the following VICI programs be

1980, with the remaining 58 percent .to

considered for extension: Atlanta, Broward GCounty, Milwaukee,

Newark and New Haven. .Three of the original eight programs were.

excluded due to poor placement €fforts, or other management _
difficulties. o : ' ) .

The OYP decision represented..a major reduction in the finan-

‘cisl incentjive for replication: . Instead of a million dollars of

new money over an_ 18 ‘month period; sites were asked -to contribute
more than $33¢,000 fibﬁ’lbcal,quggts;ﬁfInéﬁifably{,thig meant

shifting money from other programs to VICi. For two cities, :this

meant turning over their. entire FY 1981 ycciP- allocation. The

other prime sponsors- were also favorably disposed .to VICI and

' channeled funds from yarious CETA .titles; community development

. block grants and other sources to provide their match: One could-

argue that VICI received a strong vote of “confidence .in the ex-
tensioh year when sites agreed. to put up a half-=share of operat-

<ing costs despite the fact that in several instances this requir-

ed dislodging existing grantees: However, it should be remember-

ed that. the matching funds 4id provide. some fihgpcial-incentiéé;

" A .month after the extepsion year began, OYP officials began

<« L - v
, o
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ef1ce. The OYP fa11e7

!
n
{

VICI fundlngﬂafter the extension year began.

58 percent share of
Programs began to e

erience financial dlfflcultles. Having used

ng funds, one 51te shut down when 1t became

other four sites scaled down operationg to 3¢ enrollees, the mln—

imum size cons1dered feasible to run a VICI program.
-—p

Several valuable lessons were lea rned durlng extension:

& VICI proved that it could remain in operation in

five sites despite a slgnlfrcant}y weakened finan-,

cial 1ncent1ve.gfa}} five extension prime sponsors
raised the matching dollars .(up to $337,500) de-

spite the political risk 1nv01ved in cutting funds

from other programs. . , .

The VICI program model demonstratéﬂ that it could-
maintain economies of scale with as sfew as five
crews and still prOV1de effective service. This
fact exténds the applicability of VICI .to small
cities and rural areas where the need for a full
cohort of ten work crews may not' be evident,; but
where there is need for communlty 1mprovement. In

addltlon, the scaled-down: version may offer a fis-

cally viable option durlng a t1me when resources
are scarce, o o .

I * c. - . ’ 4
- .

Iﬁ§7i7| ”.*l i***j’.*"’l ?76‘{1 N ‘

‘The true test of a model's effective rep11Cct10n is in its

'capac1ty for institutionalization. Five VICI programs were suc-

cessful 1n securing 100 perceﬂt local fandlpg for fiscal year

1982.  Thege inciuded all extension. sites except .Atlanta, plus

the Chaicag®®program. The fact that local support was forthcoming

after federal funding terminated and total CETA funds were re-

duced is test1mony to the high value placed on VICI programs. by
local officials: D%

°

The fact that budgets. of prlme sponsors declined rad1ca1}y
led to several program adjustments, although the program model
remained intact. All sites scaled the number of participants

down to roughly 38 and formally abandoned the "target area"

_feature. Predictably, levering dollars from other ‘squrces took

on_additional import. In one city; the work-prov1dlng agency was

‘willing to underwrite the bulkg@of supervisory and administrative

"costs; leaving the prime sponsor to finance enroiiee wages with

"CETA Title II-B funds. In another city, the community develop-

ment agencys' previous contribution of $75, GGG was increased
<

five-foid for f1sca1 year 1982*

,,,,,

.Lessons learned during the institutionalization phase draw

@2

1
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upon the cumulative experience of the demomstration:

' Running the demonstration under the aegis of the

local prime sponsor led to a sense of proprietory
- pride bgiiqqqt;ﬁﬁiﬁiéfficiélg, In many cases, the
prime sponsor and other institutions in the lin-

AS VICI matured, it was able to develop a  power
base that proved helpful in its locail institution-

alization when federal spending decreased.

The early commitments by linking agencies, which
may have derived somewhat from self-interest, Seem

,
( 2

to have given way to commitments to the VICI pro-
gram itself. For example; the;scaled-down version

could provide only five instead of ten jobs for -
journeymen, an incentive: that does not adequately
explain the support that union officials gave in

pressing for VICI's continuation at some sites:

The work providers realized that VICI was cost= -

effective, as evidenced by their spending .above
‘ ’ and beyond what was needed for building materialss
in summary, it appears that replicating the VICI model is

. feasible under certain conditions that include a substantial mon-

etary incentive. However, prospective sites ‘should be closely
‘monitored during the selection process to insure that prime_spon-
sor staff have planning experience and that focal CETA admini-

strations are not at odds with prospective linking agencies, es-

‘pecially trade unions. ' During the planning stage the linkage

‘commitments should be rigorously tested, as should the admini-

adhndhedrypbghndihyg i —— -

flaw in either of these components will -jeopardize the program's
effectiveness. The/furding period for the program should run no
less than eighteen/ fpnths to allow ¥Yor development of a 1local

.profile; then the decision on whether.or not to continue it with

gy s

worth of the program to the community.

. 1local dollars rests less on 5611t1ca¥;éxigéﬁcié§'énd more on the 1.

-~

/SUMMARY : .
.

A construction traiming prdgram that manifests an extensive

inter-agency linkage system can provide high-level skills train-

ing for disadvantaged youth. The stages of program replication
that -were analyzéd as VICI progressed from a concépt to a locally
institutionaliZed program indicate a qualified success. However,
idiosyncratic factors (e:g., the presence of an intermediary and

a healthy up-front fiscal .incentive) make it difficult té- draw

broad conclusions. Tﬁié_ﬁééEiéﬁ)liﬁitéﬂ,ité.discussi&n to the ..

feasibility.of replication. The desirabflity of replicating VICI

is a different matter and must incliude additional considerations

such as the program's cost-effectiveness and its. past-program
. . ‘ Lo

g ,” : | - -g‘-A | »_“453 fi. ?

- : 2

strative capacity of the designated lecal management agency; .a

]

g
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effects  on youth empl addressed in
subsequent chapters. ‘

NOTES -
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Z/A list of all these ‘reports and other inte

] reports is found in Appendix I.
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;product1on goals and in program management,

DEVELOPING THE METHODOLOGY

ganl o o -31-
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CHAPTER ‘III: 'WORK VALUATION PROCESSES AND'PRODUCTS
N
Pol1cy analysts declare that.

fhe overall efficiency of a public employment pro-
gram depends prumarily on the yalue of output 7
produced by. the program and the/ extent to which Iz

the program increases the postprogram earnxngs of
' partrcrpants. 1/ o ¢

N

This chapter discusses “the value of ‘one of VICI's outputs:

the community 1mprovements themselves and the method of calculat-

'ing their worth. A major goal of the demonstration was to- dev~

elop a valuation method that could be installed as standard oper- .
atmg procedure m a range of communlty 1mprovement projects.

~ N

The notion of 'systematically determxnxng the dollar value of

publ1cly sponsored work projects is a. recent one. Although some
interest in work valuat1on was tr1ggered by the public work
progects of the 1930's and by, a few isolated efforts during the

1950 s ~and 1969'5, h1stor1c antecedents are scarce. Perhaps the .

sive research that Mathematlca Pollcy Research; Inc. performed ms

the late 1978's as part of the ‘Nationg} Supported Work Demonstra- -
tion project. . .

The potential ut111ty of work valuatlon is. cons1derable.,For-

a pol;cyrmaker, accurate measures of the worth of ocutputs such as
commun1ty improvements are instructive in calculating an invest-
ment's dividends. For researchers, the value of output is a
critical 1ngred1ent in assess1ngﬁthe overall efficiency of a pro-
gram. (This is exemplified in Chapter v, in which value-of-out-
put .statistics const1tute _an important_ component of the VICI
cost—benefit analysis.) "For program planners and operators,

measuring the value of outputs can aid in evaluation; in setting

A basic guestion was how to measure the value of publ1cly-

;produced goods. One approach would be to determine’ what price

the property owner would have been willing to pay for the prod-
uct. But this was$ ruled out: for two reasons. ' First, the YCCIP .
regulations stated that work was.to be performed that would not
have been undertaken 1n therabsence of_ the program.w Second,

!
N
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~ded the work.: A simple market standard of worth could not be
applied. . . vie . == : )
. Another possible approach would be to ask what value the

improvements made by VICI crews added to the market price of: the . ;
property. But :this approach is also flawed for several reasons.
For one, gatheting data would require years. . Also, variations in

the housing market -- from city to city, mneighborhood .to neigh- -

borhood,; and month to month -- would make it extremely difficult

to compare projects among VICI sites. Finally, in the case .of
public buildings, on which some VICI crews worked; the calcula-
tion of market value is problematic. - ;

’-77» 7.7176
mechanism, which equates the value of ‘output with the price an
alternative supplier would set for work prbauctg,éqnivaxgrt to

1ative

. The selected approach was the altern

7. those produced by VICI: In construction work, the alter

supplier was typically a private contractors, '
: T ’ B N

A textbook strategy for measuring thealternative: supplier

“. price would use published .estimating guidebooks that provide unit
‘costs for different types of construction work. This was inade-
quate for VICI because it lacked specificity and could not adjust
for differences in -the gquality of finished products. DOL had

- requested that the metf
* formula-funded Community

odology be amenable for incorporation into
\Improvement efforts, 2/ so a system was

developed that was straightforwazd, inexpensive and relatively
simple to implement. . ;In addition to computing work value, the

‘system produces measures“useful in cost-accounting' and assessing
the productivity of individual work crews and entire programs.
. Particular tvare was taken that the methodology not unduly burden

front-line service delivery staff: . ;

The work valuafion methodology requires the collection of "
three kinds of data: 3/ o o .
s Cost data, which is collected on each job and in-

costs.

Program estimates of the -alternate supplier price K

of work performed. These estimates are provided

by a member of the program staff, trained in esti- K
mating job costs. : L
Independent estimates of .the alternate supplier L

price for a random sample of jobs, which are
provided by third-party professional. estimators.
They serve as a check for biases in the estimates
of program staff. The resulting concordance ‘ratio
is used to calibrate the remaining program

estimates,

i
¥

In aadii:iénj to these measures; the outside estimators are

e L . . B A . N I —— .
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asked' to ‘make judgements’ of the quality of workmanshipf{' Such

~ 3Ssessments are incorporated into the quantitative measure of
value produced (e.g.,. shoddy workmanship reduces the alternative
supplier price). The standard measure used is whether the work is.

~inferior; superior or equal in quality to thiat
private corntractor would perform. : \

T oa

~which the typical

The process of obtaining outside estimates and computing a
concordance ratio is critical to®work valuation and should take
place .on 'a regular; perhaps quarterly basis for on-going
programs; : , L

The ViEiraéiﬁéé varies from other systems that use the
alternative supplier price mechanism for measuring the dollar
value of output in its-intention to design a uniform management

information system applicable to the general range of construc-

tion-oriented community improvement programs. 4/ Other methods
~are research-oriented and 'not immediately replicable in day-to-

day progigm operations. None entails a job-by-job cost=accoun-
ting system. Further;,; other results cannct be compared to those

calculated in VICI because procedures for determining costs and
,value differ among methodologies. Readers wishing a more_ de-
tailed description of the VICI methodology, accounting procedures

and forms are referred to P/PV's.Work Valuation Handbock; 5/

IMPLEMENTING THE METHODOLOGY

Few methodological problems were encountered during imple=

mermtation, but several logistical ones emerged: During the first.
few months of implementation, extensive feedback was gathered
from program staff. One result was revision of the form set and
development of a streamlined form for small jobs. Though the

data collection task was perceived as an added burden by service
delivery staff; the system ran smoothly. ” .

The system was not complicated or expensive. The total year-

ly outlay, for a single site excluding planning costs, was about’
$8,000. The sSystem called for a part-time data editor ($2,580),
-16 days of an éutSiaé,ésEiﬁéEbf'§.E§@§4§E;1;7eygply‘between time
spent on the job and time spent preparing written estimates
(53,208) , about $680 worth of computer services, 12 days of data
analysis and report writing ($1200) and $500 worth of forms. This
equals - about one percent of a VICI program's annual operating
budget of approximately $80@,00¢. Additional but modest start-up

O»’

expenses for staff training are inevitable.

Finally, the methodology is aménable to manual computation,

but once the number of jobs grows beyond 58, computerized analy-
sis is suggested. Programming expenses aré small,; given the’

directness of the computations, the form set and the existence of B

a tested program for checking and analyzing the datg.

A

»
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MEASURES OF OUTCOME - T

The methodology offers §é6éiai;66ECOmé measures, such as:

The total value.of the work projectg;"

o The value created per program dollar of expend-
iture; : S
‘

e The proportion of total program dollars Spent at

the work sites; ;

e ' The value created per dollar of work site expense.

~ The total value. of the work produced is the sum of estimate
priges that a private contractor would charge for all jobs done

by the program, adjusted by the independent ' estimator's concor-

dance ratio. put simply, Suppose a_ program estimates that it

produced an amount of work during a calendar quarter that a

private contractor would charge $10,068 to produce: However, the
independent estimator's - review shows that on average the value
was only eighty percent of the figure estimated by the program

(80% or .8 is the concordance ratio): The totalsvalue would then :

equal: $10,000 x .8 = $8000.

. . To compute the value created per program dollar of -
ture, total qué:tétly,prcg:am_pxggpﬁ;gﬁiés,été extracted from DOL

guarterly forms and those from other funding sources. Continuing

the same example; we set quarterly costs at $20,000. The value
per program doliar expended would then be calculated by dividing

total value produced by the total program dollars expended to
produce it: Co -

value produced per Total adjusted value " 58,8808 =40%

program dollar = Total program doliars expended = $20,000

For every dollar of pubtic funds éxééﬁaéa;ftﬁi§,ﬁ?ﬁ@?ﬁétiééi'

project returns 4@# in the form of community improvements. -

To determine what proportion of program funding is applied at

total dollars spent at the job sites during the calendar guarter.

This sum is divided by the total program dollars expended during

the calendar quarter, to arrive at the proportion of program:

‘dollars expended at the work sites. . To continue the example,

assume that the job-by-job actounting system reports that §$12,000

was spent at the job _sites during the quarter. .Dividing this sum
by $20;000, the total prbgram-ggggpditﬁiés'fbt;ihé pertod gives a

proportion of .68. In other words 68¢ of each program dollar is'.

- Beed directly for job-site activitiess This "Direct Job Cost

Ratio" is a useful gauge of a program's ability to hold down

overhead and administrative costs and to maintain a production

emphasis. -It can also be combined with measures discussed

- - .

- L

' 48
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the. job_site; the job-by-job Cost accounting system supplies the

‘N
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7ear11er to prov1de ‘a more dIrect indicator of product1v1ty at the'

job site, namely the value created for each dollar of work site
costs. Dividing the adjusted total value by the work site

expenditures required to produce it gives this statistic. Us1ng

‘the example, dividing $866ﬂ of total value by $12,000 of work
site expenditures obtains a ratio of .65. This means that the
average dollar spent at the work site produces 66¢ worth of com-

munity improvements.

.Other useful measures can be generated by the work valuation

system, such as the value added by youth labor and the- ratio of

start—up and overhead costs to direct job costs. These are dis-

cussed in an earlier P/PV report to the Department of Labor. 6/

FINDINGS FROM THE BEMONSTRATiON

methodo&ogy dedcribed above. They document the value of output

‘The result; reported here come .from implementation_of the

of the vicl demonstration and -each of its sites,; and 111ustrate

the use of the methodology..

Valye of VICI'S Output .

Table III-1 shows the concordance ratio derived by comparlng

program estimates with outside professlonal estimates .in the

audited work pro;ects. It also shows the size of the sample of

“audited j S; which 1is expressed as a percentage of the total
expenditures of each program (i.e., if a program spent $500;000

and jobs costlng $2Gﬂ 999 were audlted the sample size is fort;z

percent 1/

The Table illustrates the utili - of the concordance proce-

e — = —— e —— — =

dure.- In,two,sltes,,prqgram estimate and cutside estimates were

.?~essent1a11y identical; five sites ha. variations between 14 and

40 percent; one program ‘dramatically’ overestimated' its work.

value, yielding a very low concordance ratto. '~ It is noteworthy»~ A

that in two cases; programs underestimated value. output. Estima-

tion is an art; not a science, so the-results it prodices are

just that: estimates. However, use of the outside estimator to

prov1de a uniform and dlslnterested standatd for estimation -is of
cbv1ous*1mportance, given the considerable varlatlon among pro-
- gram estlmates.

Iy

L

Multlplyxng the concordance ratios shown in Table Iii-1 by

, the total value estimates produced by the programs yields a basic

measure of total value output. It is important that this be com-

puted on a program-by-program basi§ because a uniform statistic

such as the weighted mean would not only 1gnore extens1ve vari-

ation in value from one site to another but would preclude using

the statistic as a management tesl. A second measure, value

produced per dollar of total program expenditure, is .derived

- % =ie — —

easily by dividing total value by _total _ program. expendltures.

These two measures are dlsplayed ir Table 1I1I-2.

-
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. Work Value Concordance by Site &

) ———_—n-——r i e -

_Atlanta

Broward

Proportion of Total Program

. Expenditures Assignable to
ITndependently Estimated Jobs™

Eal

.20

. © .10

\

.35

cencordance
o Ratic? -

.667

' Chicago-
. Milwaukee | | L12 L 879

Newark " | .05 1.288

New Haven

oyl

Fhiladelphia .33 A - 966

South Bronx =~ 11 ;. .254

= Weighted Mean .213 ' .85%

@

1. DProportion of €xpenditures is a better measure than the number

of jobs audited, since jobs within sites and between sites ranged.
dramatically in scale from rehaning doors to gut rehabbing a multi-
family dwelling. The actual number of jobs with usable audit data
was 81, distributed in varying numbers across the sites from 2 jobs
in Chicage to 28 in Milwaukee. The original number of jobs audited

was 106; however, not all data were usable because of errors Inrrepofﬁiﬁgi
3. .1ndependent. estimate divided by program estimate for the same
jobs. E " R ’ :

3. Mean weighted by dollar expenditure per site. ;<)

4, weigﬁtéa;ﬁgagigiﬁiggéggpaéﬁé'Estimﬁtorig total value” divided
by "site estimator's total valpé%{( ’
| , N

[5h .

=
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‘Table III-2 . , A ': )
Work Value Results by Site . ;7/
A S . B ) Work Value
. _ . ~ Total = Produced per
; " » Total Program. 5 Wor37Valu§ Dollar of Prograim:
Site S Expenditures Produced Expenditure |
Atlanta . e , Lo oo,
(67/30780) 1 $1,109,608, : $230,755 .21
Broward __ e C - o ’
t6/30/80) $987;364 ;$844;683 .85 ~*
Chicago e - |
(lﬁ]l/gﬁi B $1,417,226 $490,927 +35
Milwaukee T R :
(3/31/80) $1,002,613 , . $544;303§%; :54 )
Newark " A .'.i o \ ”;
3/31/80) $945,701 $758,500 © - . .80
New Haven 7 7lﬁ - S . : N .
(6L§9780) ' $1,134,687 $386,285 ' .34
Philadelphia R -
(6730/80) $1,440,552 - $440,475 .31
South Bronx o L o,
(67/30/80) $987,786 -' $49;5274 '« .es54
. . X LY
$8,037,751 $3,744,855 5 .475
¢ Dates in parentheses reflect éﬁa of perxod of work ‘

valuatlon data collection.

2Includes participant costs, staff costs, admlnlstratlon,

overhead, materials and supplles and all other construction costs.

3Adjusted sum of p;ogram estlmates of prlvate contractor ) -
" prices for doing the same jobs.™ o N

management problems in the South Bronx hampered the reporting of
requSlte data for work value calculations.
slhls weighted mean was calculated by dividing the sum 6f

Colusin B by the sum of Column A.

Q . g .iA_ - - .
S ST sy
? : . - - &
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‘As the table shows, the VICI demonstration produced $3.7 mil-

lion worth of Gommunity improvements, or; using the_value/expen-
diture ratio, provided $.47 of wark yvalue for every §1 of program
costs. Among sites, the éxpénditggeZYa;ggiratié varied substan-

tially, with Broward .County returning ‘the highest value for a.
dollar ($.85) and South Bronx the lowest ($.85).

. The interpretation of these ratios is not . straightforward:
. a higher ratio is .better than & lower ratio only if all elSe -- .

cuch as the training value of the program == .is equal.’ But there

are trade-offs between training goals and production goals that .
must be taken into account in deciding whether a given ratio or

value is "good." Nevertheless, we would argue that any program
returning less than $.3¢ on the doliar (using this methodology) o~ _
evidences productivity problems. : . _ -

Quantitative Measures of Program Efficiency - , R

id =

_ The work valuation methodology led to some unforeseen bene- . :
'fits for local management. As_the system jelled some project

directors bégan(ﬁgfusgfselected data from the work valuation form °
set to graph job £

could also generate statistics to aid P/PV in assessing program
performance; for example, the proportion of program dollars spent .

at the job sites, and the value created per dollar of job site

" timelines and crew assignments. The method .

expenditure.

. Using Atlanta and New Haven data for purposes of illustra- .
tion,lthese statistics dre listed in\ Table III-3:
Table ITI-3
Selected Statistics for Program
S Proportion Program value Per § of Job
\ Site “ . $ Spent at Job Site  Site Expenditure
Atlanta . .62 . S + 3 B
New Haven $ .42 : : -8 8@
' Atlanta allocated substantially more funds to job site func-
tions; 20¢ per dollar more than New Haven. However, those monies

used directly at the work site produced less than half the value
in Atlanta than in New Haven (35¢ vs 80¢4) &

~ These findings led p/PV to examine each program more closely..
New Haven was found to be using substantial funds for counseling

and other ancillary services. While such services are important,
their magnitude in a work-intensive community improvement program
should be held to levels less than that in New Haven. In terms
of job site productivity, Atlanta's comparatively low return (35¢
per dollar) could have been due to the selection of work sifes.

Small tasks requiring several specialized trades could have re-

Y

~
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‘duced Atlanta's value 'Of output. A different choice of work or-.

ders might be considered.

~ As these illustrations show, #he work valuation methodology
constitutes a potentially valuable tool- for day-to-day program

monitoring. Few other techniques; can yield useful numbers in such
a timely fashion. : : :

Quality of Work Produced

Implicit in the legislative mandate for "tangible and last-
ing" community improvements is the issue of quality. Neither the

municipality, the  honisowner nor the _program participants will.

benefit fully if poor guality work is done. The independent

estimators' reports address the question directly: "How good are
the community improvements?" As part cof the outside estimation

process, each estimator; using "the average work of a profession-
al contractor" as a rating standard, was required to judge the
work on four scales: 8/ g S ;

> .

0 appearance of the final product,

preparation of work surfaces and clean up,

O

ol

quality of materjals used, -

quality of workmanship.

.‘0‘

Table III-4 presents the ratings of 73 jobs for each of the-

four criteria. VIcCI products equalled or exceeded the work of a

typical contractor in over 98 percent of the cases. In 31 per-

cent .of the ratings; the VICI work products were judged above the

average work of a private construction firm.

On specific factors ratings, preparation/clean-up as well as
quality of workmanship weré both below \average or worse than
typical contractors in 14 percent {n=18) % B
ever, these same two factors were above avefage in<52 and 26 per-

f the 73 jobs. How-

cent of the cases respectively. Quality ¢f materials tended to - .

be on a par with general contractors; with. VICI holding a slight
edge. .The finished appearance of VICI work products was posi-
tive; sSurpassing the average standard 39 percent of- the time.

Although the evidence is vulnerable to the usual biases of

subjective rating scales, it attests to .a high guality of work

produced by youths under journeyman Supervisors.
Interpreting the Work Value Data '

As noted above, it 4is not an easy matter to determine what
constitutes a "good" work value ratio, if ome is trying to make
an overall asessment of program effectiveness. As other -re-
whose products require little skill on the part of participants

°3



‘Table T11-4

Independent Estimators Rat’ngs of

Job Quallty Based o 73 Jobs*

)&a'.

" (Based on Average Work of a Professional Contractor)

T RATEING

\

Judgenent P dlor | Gdw | | foowe | Farfbove || Total Comt
- —_Averape Averaze '] Average | Averape | Iverage of Ritdiips ——
| hapearance of the ) 7
Pina! Protuct i - 517 36% 2.7k 166%
repatation of N _— b }
Hork Sutfaces BT AR B B 3380 | 50.7% L4k 1007 -
end Cleanp B S R EERU
R Nﬂuxﬁ : B N ? L o
Yarerials Used 0% 0% 91.77 | 6.9% R RY 1002
Qualiry of ’ _ R T
iitkmanship 1.4% 1.3 60.3% 126,02 0 1007
"ol Jab . B '
17 ol 2.8% 6.9 | 59.28 129,83 1,13 1000
| b .- L

.

i

5

R Thls is a subset of the 106 jobs which were audlted for work value, a subset for whom data

iﬂR\K:e iisable.

2
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Xeturn a higher proportion of expend1tures to
\ ~For example, a leaf—rak1ng project has a
of returning a dollar of value for _eVery dollar
expendit ce, participants will come to the”job posses-
sing virtually jall the skills they need to be maxlmally produc-

tive. On the other hand, a program re u1&1ng a hlgh degree of
q

will typicaiﬁijf

value' of output)

reasonable chance

of, expend1ture, sir

sklll as is the case W1th construction projects using skilled

crafts such as masonry, carpentry or electrical work, will en-

counter tra1n1ng expenditures that generate l1tt1e or no valuable

product while participants acquire a2 skill This trade-off is

inevitable in' programs that have as the1r goal not only;pro—

duction of communlty improvements but alsoc the 1mprovement of. the

futvure earnings of part1c19ants.

- VICI was such a ‘program and there is some correlation between

; s1tes w1th a high work value-ratio and sites whose work _projects

involved repetitive assignments and relatively fewer skills. 1In

Newark, for instz.ice, painting public facilities was the primary

type of community improvement. Youths acquired enough painting

skill to be ‘productive fairly quickly, & the high ratio of

value to expenditure reflects this fact. By contrast, in Chi-

.cago, Ph1ladelph1a and New Haven, complex gut rehabilitation work

‘was !a major element of the program. Youths took longer to learn

the complex.skills invoived and work value ratios were therefore
iower.

,,,,,

How then, should these work value stat1st1cs be‘1nterpreted9

The answer depends uponithe kgnd of assessment sought.

First, the quest1on of whether the trade-off between training

costs and value-creating costs is acceptable is best- answered

through cost-benefit analysis. Since participant earn1ngs gains.

and the value of communrty improvements are both used in comput-

ing the benefits of the program (see Chapter V), obta1n1ng ac-

ceptable benefut—cost ratios is the most reasonable way to deter-

mine éhether the trade—off has been reasonable, (The common sense

market benefits for part1c1pants )

'~ A supplementary approach to cost-benefit analy515 is to com-

pare work value results of programs that offer similar kinds of

work. It is almost impossible to compare work and training.value

prec1sely, but a .reasonable estimate of comparability can be

made. It is then possible to say which program has a better work

value ratio: It should be noted that these normative comparisons

are possible only when there are a large number of cases on which:
to form judgements -- a condition notisatisfied by an: eight—51te
demonstration. ; :
 The results pressnted above indicate that not all low work
value ratios are a r..ult of the training/productivity tradeoff.

practlces. Slmllarly, when dIfferent work crews within a program
4 : '
K

v l_‘ ' . 56 ‘
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yield different ratios of work\value to job site costs while
doing similar work} management assessments . of crew performance

are possible. 1In other words; before assuming that a low work -

value ratio in a high skill training project is a_result of the
trade-off, .one should ref-examine the data to determine whether

management ptoblems contribute to the result. : .

'Finally, work value methodology does not permit "comparisons

of VICI value of output with those measured by different systems.

Even when alternative supply prices are used; differences in -

sccounting procedures mitigate against such comparisons.
SUMMARY

This chapter described a system for assessing the value of

work produced by VICI. Following DOL guidelines, the methodology
was kept simple and practical so that it could be replicated in
other community improvement programs._ Although it entails "fil-

ling out more forms" at the site, the system seems workable-  and
capable of -generating information useful to policy makers, plan-

ners and researchers. An unpredicted benefit is the methodol-

ogy's potential in the area of program management; as an aid in

assessing productivity and in locating problems:

Developing the work valuation methodology in an applied set-

£ing resulted in a number of, VICI-specific: findings. According

fo independent estimator ratings, the community improvements gen-
erated by VICI crews egualed or exceeded the quality of work

performed by a typical professional contractor in 9¢ percent of
the cases. Further; the VICI demonstration returned 47¢ worth of

output for every public dollar invested; $3,744,855 worth of tan-

gible community improvements resulted from the demonstration over
the 18-month measurement period. 7

~

NOTES

i/Kemper, ‘P. and Moss, P. Wpconomic Efficiency of Public

Employment Programs", in Creating Jobs, J. Palmer, editor, The

Brookings Institution, Washington, D.Cc. 1978; pp. 2832%84;

2/knowledge Development Plan for the Youth Employment and
DéﬁéﬁgtrationggrojecEé Act, Oop. cit., p.17. ‘

3/R. [H. Minnehan, of Program Evaluation and Planning Ser-

vices, Inc. (PEPSI), was extremely helpful in developing the work
valuation methodology. ‘Subsequently he performed all the guanti-

tative work. In this chapter, ratios and tables derive from his
work. ‘

 4/A study of the Value of Output of Participants in the
Summer Youth Employment - Program, Zimmerman; _D.;, Mathematica

Policy Research Corp., 19880. Program Process, Costs and Conse-=
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guences: 3 eomparative Analyszs of YCCIP Enr1chment, Gunn,; A.

Employment and Training Administration, U:.S; Dept. Of Labor,

1986*

S/WOrkgﬂaiuatloneﬂandbook Pubixc/?rxvate Ventures, Philadel—

phia, Pa. 1981. Kemper, P. and Long, D. The Supported Work Eval-"

jation: Technical Report on Value of In-Program Products and

; Costs, Mathematlca Bbl1cy Research, unpublished paper, 1981.

E 6/Ventures 1n,Commun1ty Improyement,?rpgram. Thlrd Inte%im
Regort, Pub11c/PriVéte Ventures, Philadelphia, Pa., Winter 1979-
1980. - 7 T :

7/P?Ec?9§§9§m9f_§x9§9§EEUY§§,ié,é,?éttéf measure than the

number of jobs audited; since jobs within sites and between sites

rAnged dramatically in scale from rehanging a door to gut-rehab-

ing a multi- fam1iy dwe111ng. The actual number of jobs audlted;
was 1G6, d1str1buted in varying. numbers- across the 51tes from two

jobs in Chicagdgo to 28 in Milwaukee.

8/In the work valuation methodology, these four. scales werei

then . collapsed 'into a single variable. used in adjust1ng the value
of the work; the variable registered by what percent the work

products should be devalued because of below-average quality.

- 9/Kemper, P. and Long, D. ggzgig., Taggart, -R. Aefiéﬁezmanis
'Gu1de.7An Assessment of Training Strategies for the Labcr Mar-

ket's Leftovers, W.E. Upjohn Institute for Employment Research,
RKalamazoo, MI, 1981. . ,
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CHAPTER IV- THE IMPACT OF VICI ON PARTICIPANTS

w

ThIS chapter addresses a major guestion posed in the Depart-

ment of Labor's Knowledge Development Plan. "What is the impact
of VICI on the labor market outcomes of youth’" To address this

question; the post-program labor miarket experiences of VICI par- -~

ticipants are compared to those ot youths who went through a HUD

demonstration and selected ¥C programs; and to thosefgffaigom:
parison group. Comparisons a¥e also made with the termination

data of other prodgrams. The chapter beg¥ns with a discussion of

the research design used to answer the; gquestion of program inm-
pact. .Presentation of the findings follows, beginning with a

glance at part:czpant characterlstlcs and outcomes at termina-

tion: This is followed by a surmary 'of the - follow-up analyses;

Since 'the remainder of this chapter deals w1th the research-

design and technical issues, we briefly summarize here the major "

- results of the analyses to be presented. From comparisons to a
control group, where individual differences are held constant; we

found that, after eight months:’

o VICI youth are much more 11keLy to be employed

'than control youth;

° VICI . youth are more 11ke1y to be in union appren—
't1cesh1ps or on waiting 115t5° .

VICI has an average 1mpact of $321 (i98ﬂ doiiars)

youth's quarterly earnings; yet for some
1ndlv1duals the effect can be as large as $1050.

In comparing Vicil to seiected HUD and YCCIP programs, no pro-

gram model surfaced as clearly superior; some differences .favored

VICI while others favored the other programs.i

e

SELECQLON—OE—PROGRAMS ”OR COMPARISON

R

To answer the questlon of Lrogram impact it was deg}gegfthat‘;_

termination data and foilow-up information would be obtained on-

youths .who part1cipated in comparable programs and that follow=up -

iﬁforﬁation would be acquired on a control .group of youths. The

pool of programs for possible comparison in the eight VICI cities

inciuded: the categorically-funded YETP and YCCIP programs and

the HUD demonstration (a discretionary YCCIP-funded demonstration

operating in tem cities):., YETP and YCCIP had programs in all

.vViel EltiéE, while the HUD demonstration operated four of its ten

‘programs in VICI sites. Table IV-1 describes the essential
features of. these programs. -

YETP was eliminated 1mmedxateiy as a possible ‘comparison

because it often had- divergent goals and participant profiles.

-For example, in the éiéht VICI sites, 86 percent of YETP youths

. ‘\ ) . B
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, Table IV-}
{ . ¢ |
Profiles of Potential Comparison Programs
:
Progran Charactertatie - vi&i iaid i -
1, Funding Patterns | . Formila-funded 0L mocey; | Formule-funded 00L money, Discretionary BOL woney;

ang Scope

v

2. Progran Goals and
Objectives

4

blncretionnry DL Bofiey;
progtams run by aither
prive sponsor of comaue
nity=based organization;
one program per clty,
gensrally, very large
scale_grants (1, @,

> $660,000 par year);
projects expected to
generaté additionsl
funds from other sources.

Major goal of projects is

_unsubsidized eaployaent;

preferably in constructione
related jobs; promote -

skil] development; njor

tangible community

homogeneous set of -
goals,

allocnted through prine -

run through ‘community.
| based organizaticns; nimber

of profects range from very
small (e.g., 1).to very

18138 (6., 42) 47 each -

city; grant sizes vary
(e:g., from about §100,000 -

to $500,000); generally; -
mcderate acale: scale of
profects fntlar vithin but
not between cities: some
leverage of funds Eron
other sources, .

Provide needy youth with
vell-supervised work that

- provides tangible benefits |

ta the comminity; fostet

{ developnent of specific job

ekitla: enphants on place-
ment Into unsubsidized fobs;
there {s some heterogenefty
in project goals with regard
to focus on employnent,

allocated Phrgna!a nr{n lmn_

gov;, projects alunys rn
through commcnity-based
organizations, dncluding

echaol districts; 221 of
funds earmarked for {n-school

youths; generally, very large

| namber of projects withia

elty; large variation {n

-seale of projects (eig:;

from under §10,000 to over
§500,000);_scale of projects
varies within and betueen
cltles; profects do not gen-
erally receive large amount of
external funds,

Tnhance job qmspccta snd \

| career opportunities of
| young, ‘persons, particularly

econonically disadventaped,

{to cnabla theu to Becure

publde and private sectors:
deal with steuctural uncmvayf
ment_problens of youth; en-
hance employability skills;
Ret youths to remain {n or
return to achool; very
hétbtﬁgbﬁéﬁﬁi alx of project
goals,

| tion; no {nvolvement of

Interagency aprecaent with

HUD; money allocated directly '

to comunity-based organiza~

prine sponsor; penerally

very large sctle prants

(1.e., > $500,000. pr yest);
Eiﬁééii& EB iéiiéiigg funds
{ron othiar sources,

Ptovldef yougllgigy gegq;ngful
work experience that results
in tangible community
inprovenents; developnent

of specific job skills,
enphdiiatng constructinie

relatcd skms' heuvy
unaubqld_iz_gd .iobr me_ _
heterogenetty of goals. for
projects vith {n-school youths,

{ R wﬁu :-rpv {'l,vq! M-'IE
¢ ' i o ith
g Euu 4|i nuuudtﬂu




Table IV-1 {continued)

Profiles of Potential Comparison Programs

!

Progean Characteriatic

viet

yeer

YEIP

.

% Participants

L. Types of Actlv-
{ties pud Services

5. Intenaity and __
Turatlon of Shlll
Training

i6 - 19 ywars old; unen~
ployed; ont of school,
econonically disadvantaged;
large ntnbet &f I8 « 19 yair
olda; some apecial segannts,
€, _g,, offenders, femles;
all prajeces Fave alots

162 60 yoEns,

Provide high degree of skill |
training in all conatrperion |

trades; work experienze {n

comunity {provenent
seojects such as public
vorks; najor and minor _
horie repalr and rehabilfs
tation, gut rehebllita-
tion, painting, weatheriza-
tion; some support’ services;

linksge systen vith several
public agencies,

Very hizh intensity of skill
tratning throogh unfon .
fnstructors; hast partiet-
pants remain {n program for
extended perlod of time
{1.e., nore than 6 months),

16 - 19 yeargyold; onemployed;
In or out of achosl, econoni-
cally disadvantaged; lov
nunber of [emales; projects
usually have small number of
slots, e.g:, 6 ta 40,
typleally,

trovide participant with

constfictive work in terns
of individual and community

benef{ts; work 1n areas such
89 eehibilitation, nelghbor-
hood_fmprovement; veatheri~
7ation, basic lome repair,
ENEr7Y CORSEEVALISH, eft.;
some training In varfous cone
akrictlon trades; sowe giifie.
piirt séri:icéi' m:my indlvldunl

services and activities,

Intensity varles greatly ;.
generally moderate level of
Intensity, thiough wany pro-
Jocts are very lov and 8 fev
lifghs 1n peneral; momevhat
lov duratdon (1.e., 4 to b
months),

© (can ba long tefw, bat poner-
" ally on part-tine basls); &

16-21 years oid; uneaploged;
undereaployed, 1n ot out of .
school, preference to
economfcdlly disadvans
toped; relatively large
rianber of special sepments '
served; eafordty of partict-
pants female; voxber of
glote vargegfg&aely; e,

from 10 to more than 500,

Provide work experience in
areas such as general
cominlty Letternedt,
education; health care; food
service, tranaportation,
crlne control, ete,, In
pubtic sector; ineschosl
prograng; outtedch, assess-

ment, counsellng. transi~
tiea to work, catder l"(p‘ﬂr-

aent services, CED train-
ing, basic okille traintng,
jeb sampling, speeffle
gkill teafnfsg, job vestroee
turing, job developing, sex
egofty, ece,; aroatly a come
bination of above services,
Generally, lov intensity of

tki1]_tralnlog and duration_

targe nomber of participants
recetve only & very omall

anount of servlees,

16 = 19 years old; semployed;

in or out of school econoni~

eally disadvantaged; projects
usually have Large pombes of
| elots; e,p,;_50 to over 200;

nuabier of stuts viriss

Provlde conatrietive otk 4o
terns of cotaunity and
Inalviaﬁit Bﬁnefttl' pub!tc

rehabmtauon. vedtheriza~
tion, repair of cmmifr

(il const‘uﬁtiuﬂ mm,
some Support 'siiﬂl'c‘éi;

Generally, high level of
{ntenaity and duration of

training; escept for in-school
participants.

-\
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were established: - oo _ o
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oz - .- T . S s m e e -
were high scheol students; while almost none cf the VICI partici--

pants were in school.

The HUD and YCCiP programs more closély resembled VICI, but

some differences remained. Program scale varied immensely with
YCCIP programs often serving ten or fewer youth.: VICI and HUD
were large-scale, single efforts within each city, although HUD
projects at times enrolled more than twice VICi's standing cohort
of 60 participants. _Supervisory ratios varied by program; with
VICl being the lowest at 1:6. The .nature of the work was not
strictly comparable. VICI was totally construction-oriented. HUD
was similar for the most part, but included less skilled_ activi-
ties, especially'landscaping. Many of the  YCCIP programs fea-
tured no skill training (neighborhood clean up and basic land-
scaping were frequent activities) and did not stress job place-
ment in the construction trades as a program goal. Nationwide,
YCCIP projects were. less complex than VICI ‘and "were organized to

do the type of work which youth could already perform or could

master with very little effort." 1/ HUD and VICI youths tended

to remain in their respective programs several months longer

than their YCCIP counterparts. Finally, considerably more YCCIP
and HUD youths were in school. 2/ ~_

in ofder te identify the HUD and YCCIP programs that were

more similar to the VICI effort, the following selection criteria

o recruitment of out-of-school youth,
o focus on commurity improvement and skill training,

o work in the construction trades,

o Jjob placement in the construction trades as a
“desired program outcome, -7

o adequacy Wnd availability of data,

o in the case of YCCiP, at least 60 enrollees per
city. ' )

After visiting the HUD programs and reviewing prime sponsor
planning summaries of all YCCIP programs in VICI cities, PB/PV
chose a total of 15 programs in five ~eities (11 ¥CCIP and four

'HUD programs) for comparison with the VICI programs in the same

cities. 3/ Table 1IV-2 lists these programs. (Appendix III

briefly describes each of these programs.) ‘It should be noted

that although all possible HUD programs were included, many YCCIP
programs were excluded from our comparison because they did not
offer skills training in the construction trades. Despite at-
tempts to choose comparable programs; Some differences remained:
YCCIP and HUD programs included substantial proportions of in-

school youths and VICI did 'not; YCCIP programs; despite our se-

64
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Table IV-2

o

Ll

.+ Programs Selected for Comparison in Five Cities

a

VICI Program

HUD Program

Formula-funded
YCCIP Program

atlanta

Chicago

Newark

New York

philadelphia

& Atlanta Urban
League

8 18th Street

Qevelopment
Corpbration

. Mé?éé,éﬁﬁffiéé

of Employm

and Trainin

e Operation Gpen
Clty

e Franklin _

Foundation

¢

® Exodus, Inc.

,x
o

Organlzatlon

Nerth Ward
sa””atibﬁal
and cultural

Center

People Devel-
opment Corp-
orat::on

e The Woodlawn .

Kenwood-Oakland
Community
Organization
Puerto Rican
Congress
South Austin
Realty Associ-
ation

,,,,,,,,,

People

Communlty
Improvement
Association
Opportunities

Industriali-

zation Center

of New York
Prospect Heights
Neighborhood
Corporation’
University-
Settlement
Society of

New York

Communlty
Action Program/
Youth for Change

Mantua Youth

Painting
Program ..
Simmons Youth

Development

"Guide

. ¢
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lection process, differed in the types of community 1mprovements
done. -

- o FL I
777777 In des1gn1ng the control group, str1ct random a551gnment 1nto
VICI and the control group was desirable in order to minimize the

effects oﬁ self selection on the treatment groups. But strict

random 3551gnment was not used because of objections from DOL.

Also, the pressing need to get VICI operating with a full cohort

of 60 youths precluded delaying intake until a sufficient pool

was amassed from whi random selection could take place. Build-

ing up._ such-a _pool would have pushed back -the demonstration

timetable too far, especially in light of the early recruiting

problems that many s1tes encountered Therefore, the design

to continue intensive intake for several months, using the iden-

. tical screening. and selection criteria, until approxlmately 200

fiore youths were enlisted and assigned by lottery to "macro-
waiting lists." It was predictable that the first 68 of these

youths would get a chance to enter VICI before the demonstratiocn

had run its 18-month coursé, because a youth's tenure was limited

to. 12 months.: _ It was_ equally(pxedlctable that those youths occu-

pying the tail end of thesWaitin? list would not have a chance

_for vici. For youths "in the, miadle," approximations were made

“as to whether and when a VICI slot might become available. P/PV

staff in Philadelphia assigned a lottery number and youths were
informed of their likelihood of filling a VICI position. This

was done in order to keep false hopes to a minimum. For a youth

who had 11tt1e or no. chance of entering VICI, or who chose ‘not to

"No treatment" control groups were avoided. "Slnce the con—
trol group was optional and not mandated, P/PV negotiated ‘this

with each site: Although all sites agreed to attempt assembling

a control group, only four cities were successful (Atlanta, Mil-
waukee, Newark and Philadeliphia): Some argued- that persons on

waiting lists produced inadequate control ox comparison groups

because less motxvated youths will hear about the program last.

While these "self selection" arguments may have some validity

{although untested), obtaining a group of youths who were as-

signed by lottery to the waiting list and ‘the program served to

diminish potential motivational differences.

AS a resiult, the research design entai led four study groups

(constructxon-oriented YecibPs; HUD demonstration programs, VICI

part1c1pants and controls) spread somewhat ﬁﬁévénlyvacrogg the

eight sites.

PARTICIPANT CHARACTERISTICS

As can be seen from Table 1IV-3, VICI successfuiiy met its

. ..
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" Table IV=3
. Aggregated Summa;zigfiggrticxpant
* Background Characteristics
FY 1979-80 Combined s,
) VICI - yccipt HUD
B Total Number of Part1c1pants 1423 2705 1365
Sex ST - o - o
Male y 822 © 74% . .80%
rema_u? ' . ¥ 18% 26% 20%
_ , ; - '
age_ g : o s B o
15 . ) 1% ~ NAZ. . ogg e
e S - F 26w
17 - ' 23% : T 26%
18 . , : 35% o - 25%
. 19 ' 328 - 21%
20 | . iz = 234
Etrnic Group . o ]
|  White _ 5% 6% 22%
Black . 79% ' 77% 65%
Hispanic . . 15% 16% o 13%
Other 1% {1% £L1%
Ecducational Status . - -
H.S. Student . 2% 21%
- H.S. Dropout 74% ' 66%
H.S. Graduate 23% 13%
Post H.S. . 1% 1%
Economically Disadvantaged 998 . 97¢3 NA
Public Assistance 40% 4433 NA
I E B . .3
offender 8% 7% 13%
x
1. Information is from all YCCIP programs in. VICI cities
rather than those selected for- comparison.
2. . Not available.
c 3. Philadelphia excluded from these totals.
® 4. Age 20 and over for HUD. .-

67. .
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mandate of serv1ng economlcally dlsadvantaged m1n0r1ty youth.

VICI participants were out-of-school, predomlnantly male (82

percent), ecconomically disadvantaged: (99 percent), iminerity (95

pekcent), and educat1onally4dlsadyantaged (only 24 percent had a

high school diploma). Reading ability scores were obtained for

the VICI sample as well as contYols for use in the multivariate
analysis.] While the majority of those setved were 18 or 6lder, 'a
signigin't proporiion (32 percent) was under 18, This was probe.
lematic age
counterec

formal and -4informal Warriers to entry into the con-

struction trades because of their age (e. 9., ;state regulations

against  the use.of power tools and minimum- apprent1cesh1p age

requ*rements) ‘ v

differed from.. those served in HUD and Yeeip programs. WhHilé the

- characteristics of- part1c1pants are comparable on most dimen-

sions; YCCIP- served a much higher proportion of in-school youth.

"{This is also the case with ‘HUD, though rellable data are not
. available. ) e

programs and employment. /NIneteen percent of the part1c1pants

had previous job training experrences,,seven percent of the

participants had construction- related job training. Of the’
youths who had parti- pated in preV1ous ]ob tra1n1ng programs;

few had positively terminated from these programs. - Twenty~-four

nercent. of VICI participants had no past employment, 41 percent

rad once held an unsub51d1aed 3ob and nine percent had been

Wost employment and tra1n1ng programs Use termination data as

performance criteria for their programs because they cannot

follow up on their participants: Despite the well-known limita-

tions of termination data (in particular; the fact that it does
not . measure_ the long-run effect of a pregram), it is presented

hete not only to show what happened to youths at termxnat1on but

A faw ~nvesis must 1lrst ue made. First, term;natlon infor-

mation on ccntrols was ant available since they did not necessa-

rily enro" in a programn., Second, these data were obtzined from

local Tﬁ dztz bases i{cx P/PV S management 1nformat10n system in

the case of VICI) and acre plagued by some amblgultles in the

dsfinition of tarrmination. Third, aif YGCIP programs in _the VICI

Cg¢ities,;. tather trsn those _programs s selected for the follow-up

analysis, ware used 1in thie comparison because CETA management

infrrmation systew 3ita could not be disaggregated. Last,; since

.these relv. {at least for the HUD and YCCIP programs) . on aggregate

dzva, it is possible to presen* only descriptive statistics;

multivariate analyses predicting terminations were precluded

yecause tlhose completing the program- before age 18 en- -
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Table IV-4

October 1978 through September 19801

'; Number of

) o " participants Percentages

EieiiousgiobATrainxgngxperience

| No prior experlence - - 1160 81%

K Secondary schaol program ‘ , _ . 18 5%
Non-secondary school program ' - 198 14%
Both secondary and non~secondary - 1 0%

Previous Job Training Program
Construction-releted . . - 98 7%
Unrelated to construction ‘ , : 178 - 128
No previous job training . 1160 81%

. ' S |

Previous Job Training Program Outcome ~
Positive termination ’ , 33 2%
Non-positive termination o _ 197 = 14% W
Other ; administrative . ) , 47 . 3%

No previous ]Ob training . ' 1160 ‘81%

Previous Job
Subsidized job 416  29%
Unsubsidized jOb ] o . 583 41%
Unknown _ 86 6%

No previous JOb 352 24%

Type_of Previous Job : g -
Construction-related ‘ 133 9%
Unrelated ' 796 g *55%-.
Unknown - . 156 118
No prev1ous job ' : 352 24%

1. Data source: Public/Private Ventures Management x

Information System.




Tabie IV-5 provides term1natlon data from-VICI, HUD and

/YCCIP* HUD programs had much higher pos1t1ve termination rates

(that is termination into a job; scheol or other employment and

training proqrams) than either ViICI or YCCIP. This is due in

part to the fact that large numbers of HUD part1c1pants were - in

school, enrolled in HUD for the summer and returned to school in

the autumn. VIC , on the other hand surpassed all other pro-

of the other two efforts. . VICI had more negative term1natlons

- than the HUD ‘program and aBEut the same. number as YCCIP. This is -

Table IV-5, Part B; shows that; of those VICI youths who

obtairied Jjob placements at termination, 66 percent were in the

conztrustion "field; about half of those were union apprent1ce-

ships. Wf all VICI terminatlons. 27 percent were into comstruc- -

tion-f isted jobs, about halfZ af them unloniapgrentigeghips.
Most VICT apprenticeship plzcements involved the carpenters' and
painterz' unions, since t(he buik of VICI work involved one or
both o¢f these craft areas. {Df the 80 crews operating in VICI
natinnwide at any one time, 44 were led by carpenters and 24 by

pa:nters. The remaining 12 were led by toofers, plumbers, elec-

tricians; brick masons and plasterers).

In suimmary, VICI did worse than HUD and about as well as

YCCIP in th& positive termination rate; howeverlfyjeiiwas much

more successful than the other programs in placing youth into
jobs. '

THE IMPACT OF VICI ON POST-PROGRAM EMPLOYMENT AND EARNINGS

Th1s analys1s, deals with the impact of VICI on the employ-
abxlxty of theipart;elpants, the likelihood of employment, type

of jobs held, and earnings some months after Pprogram participa=
tion.

All analyses of the follow-up Qata were done by Econsultl

_ -Inc. This section is a summary of their work: "An Analysis of
- the Effects of VICI, HUD and YCCIP Programs on Participant Out-
comes," prepared for Public/Private Ventures by David L. Craw-

ford; Xﬁlth the assistance of Jeffrey M. Perloff, Douglas H;

) Blair, Jon R,; Bumbaugh, and William L. Wascher. All follow-up
- interviews were :conducted by Research_ for Better ﬂhootjg Inc.

For a detailed description of the analytlcal methods the-/reader

ﬁethoaologiealelssues, .;' [ e

~

The analyses ‘here are hased on data from foliow-up interviews

3 " with youths in al} study groups. Interview schedules were fixed
| by DOL to occur”at three points: one,; three and eight months
- after termination from the program. Interv1ews for controil
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Eabie IV-5

Part A o :
Aggregated Summary O of Part1c1gant Outcomes
FY79-F¥Y80 Combined

| vICI veerp? - HUD
_Number of Terminations 1183 [100%° 2107 100% ~ (1102 100%
Total Positive S ‘ : - o
- Terminations : - §19 443 896 .43% . 672 gl%
Placements - 394 _33%////,.250 128 . - 209  19%

Return to seﬁoo‘ . 39 3%/ 280 13% . '434  39%
Aii,@Ehﬁr Positive _ ! - - . .
Terminations “* 86 7% 3867 17% -29 3%

Total .Negative 664 - 56% 1211 57% 430  39%
Terminations ' , N

. part B . N

Type 'of Pldcements in VICI T o
FY79-FY80 .Combined ™ , ? ;
| Percentaggﬁggfi Percentage’ of.
. -all 7arm1nat10ns : aiiig;acements
‘ Numker that were: that were:
_placements 394 33% - | ;

Placements 1nf97: , R - ; S o \\
Apprentlceshlps ] 117 J0% R 30% - .

blacemeni:s into - - s : M; B} -  '

' Constructf%n- , T i . : ' »
Related. Jobs ; o, ; _ : >
(Including: : T AN . 7 L )
apprentlceahlps) 262 22% . ' - 66%

s - _ -

1. South Bronx excluded &as YCCIP and/or VICI 1nformat10n from
this ‘site was not avaliaoie. , /// .

2. YCCIP,numbers are for all ¥CCIP prodrams in the eight

‘VIEf'éitIes rather than only thiose ‘YCCIP programs selected for-
]ERJ(j 3. Numbexb,may;ﬁét*sad ,c iOG due to roundlng error.
! . . . A N - . D e
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subjects were t1med concom1tant1y with vVicl partielp,nt inter-

VlEWS.

Some add1t1ona1 criteria were used to determine eligiblility

for a follow- -up interview. To be included in the follow-up

sample; the (participant had to have been in the program for at

least 3¢ days. While this has the effect of not holding program
oﬁerators respon51b1e for the clearly transientlflt is, s in

weffect, creaming. : That is, in HUD, YCCIP and VICI the least

motivated were 1nc1uded wnile in the control group, a similar

procedure was not followed. This may bias results' in favor of

program participation. Second, in-school HUD and ¥YCCIP partici-

pants ,were exclu ed from the follov -ap sample; an exclusion that

increased comparability among the groups. Third, . VICI partici-
pants had to have terminated after March 15, 1979. This 1last

requ1rement was based on logistical - conslderatlons (program

start-up and readiness to begin field interviews) and should not

bias the findings: The first line'of Table 1IV-6 shows the total

number of subjects 1nc1uded in the study group.
?

Before moving to the resuits, it is 1mportant to assess

+hether the youths in the follow-up sample were representatlve of

youths who part1c1pated in the program. - This is a critical

issue, since follow-up response rates were low despite extensive .

efforts by staff to locate and interview youth. Table IV-6

presents capture rates and the ultimate sample size. ‘Lines 2; 3

~ and 4 present the number and percent of completed one; three and

eight-month follow-up interviews. Because of the high attrition

rate; a subject was included in the analysis if s/he responded in

any wave of the Intervxews, line 5 presents these totals. (Some

cases were lost due to missing data as can be seen by comparing

lines 5 and 6.) Line 6 denotes the final sample size for the
analysls.,

Bsxng é “1ast observation éppiaééh"~aé_6pp6Séé to a wave-

A I

'However, it eliminated our ability to assess. whether program

effects decayed over this eight-month period. This decision did

not diminish the need to assess the representativeness of the

samples; therefore the orrglnal VICI population was compared to

the f£ollow-up sample on 25 characteristics. Hispanics, youths
who: had never held a job before;, and youths who headed their own

households were underrepresented ‘in the follow~up sample. 4/ In
addition; termination status was compared. ; "

% :

The foliow-up sample was not representatxve of all VICI par-

't1c1pants on several counts. The follow-hp sample included:
5

e s1gn1f1cant1y 5/ fewer youths who held ﬁobs at

termination (25 percent vs 30 percent); and
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””” were fecorded in the
;,"6tﬁéi' positive category (23 éercent vs 14
‘percent). : : :
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Takle Ti-
Response Rate for Foiiow—np Interviews by Program o
and Sample Sizes for Multlvarlate Analyses i '
VICC - Catrol . HD  yecm TOTAL

L Subjects avaiiabié UG0S 2008 M2 W08 5 1008 38 400% 2049 1008 -

2, Interv1awed at one L S A
month 345 | 43% 126 37% 13 2% 32 8y 616 30%
3. Interviewed at three e o |
-:months S %% ey ¢ 113 3% 1BE 368 101 26% 759 37% ,
4, Interviewed at eight . . . S S
months | _ 287 /% . 126 3N8 185 . 36% 127 33 735 36%
5, Intervxewed at 1east o j;, S o L D
once \ 510 P,63%‘ | 172 508 302 59% 174 45%% . 1158 57% & -
I "

for follﬁw-up

. analysis 470, 588 131 3 253 49 166 438 1020 508

7. Final samplé size
for thosé analyses T . o
- that Goly incluge E R R S
working individmals 161 34 23 188 91 368" 47 2m 20 3%

. s 4
‘ .
. ‘

1. Bxcluding 'missiﬁ’g data, | 74
2 Percent of final sample size:

RS g -

Aruitoxt provided by Eic:
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-Since there were significantly fewer job placements in the VICI

follow-up sampie than in the original VICI population,; the com-

parisons of labor market outcomes between VICI and other programs

or controls may be somewhat biased against VICI.

N

The HUD data base limited analysis to a comparison of the

follow -up sample with .the original pepulation on aggregated
demographic and background information recorded at intake. The
following groups were over-reptresented in the. follpw—up sample:
_non~Hispanics, high school graduates, younger participents and

family heads. It is difficult to gauge the net effects that
*hese differences exert; because some differences mtght 1og1ca11y

Tﬁe assessment of the ~representat1veness' of the YCCIP

follow-up sample was also confined to comparing the follow-up
sample w1th aggregated data from 1ntake forms. Women,@blacks,

- not be assessed becausz there are no previous -data.. However,

comparison of the foli:ow-up control sample with the foilow-up

VICI sample showed that while there were some stat1st1ca11y s1g-
n1f1cant d1fferences, these samples had marked resemblance

.differences between the follow-up samples and the correspond1ng
populations; the . samples are reasonably good representations of

the ortgtnal populations: It is diff1éﬁlt to détérminé precisely

comparisons across programs. A censoring ‘analysis might control

for the effects of selection into the follow-up sample's; but

such alianalys1s was not done because of the resultant samples

small size, time constraints, and recent controversy surruundlng
this technique.

Analyses and Eindings on the Follow-up Samples
. The analyt1cal strategy isolated the programs effects on the
probab:l:ty ofwhoidtng a_job; on quarterly earn1ngsoand, for
working youths, on increasing their wages. The strategy involved

?

first 9red1ct1ng the likelihood that a youth was employed during

the last gquarter of observation. For employed youths, a number

of models werel| then estimated to assess program effects on
several variables: their highest wage, the number of hours they
worked and their. weekly earnings. A summary model predicted
guarterly .earnings and included all youths, even those not

working during the last period of observation. In addition, the.

75 L
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effect of VICI on selected job characteristics (e.g., holding
skilled construction jobs, apprenticeships and obtaining raises)
was compared to cother programs. 1In particular, this set of
analyses tested whether VICI had a more pronounced ability to

help get youths irito higher paying, skilled construction jobs.

‘fable IV-7 presents means of the distributions .of outcome

measures for the four separate follow-up samples. = Part A
presents the percent of youths who were working and/or in school
at the period of last observation; Part B presents the average
percent of the last quarter worked -and quarterly earnings. Part
C applies only to working youths, and displays mean wages and

earnings as well as other selected job characteristics: There
are considerable differences across programs in outcome measures,
with VICI outperforming the other programs in most cases. It
should be noted that while VICI. out-performed other programs,
many VICI youths (close to 40 percent) were neither in school nor
working. However, the data in this table are not adjusted for
‘differences that could affect employment outromes. These influ-
ences must be controlled for before one cau determine the impact
of the program.

The multivariate results presented here stem from models in

'Wwhich outcome measures are a function of dummy variables repre-
senting participation in the different programs or a control

group, anc¢ a list of conitrol variables: sex, ethnicity, age;

education,/ family structure, differences in geographic location
and the ¥iming cf the observation.. Which technigue was used
depended,on the distributional qualities of the outcome variable.

Methods/ used were binomial logit {when *the outcome measure was

dichotomous), log-linear regressions (when the outcome was a
contindous variable); and tobit analysis (when the outcome was
caﬁtiﬁ§6u§ but truncated). o :
One problem that statistical adjustments could not overcome,
however, is the size of the individual samples. Small sample
sizes tend to produce wide-ranging estimates, making it more

difficult for substantial effects to achieve statistical signifi-
_cance: In the following analyses, the aggregate sample size is -
1620 for the model's that -include all youths regardless of whether
or not they worked during the final  quarter of observation. When
the analysis is confined to youths who are working, the estimates
of program effects are derived from a very small number of indiv-
iduals (see line 7 of Table IV-6). In these instances;, only

extremely powerful effects achieve statistical significance.

Table IV-8 provides a summary of the results of program

effects from these analyses. This table, presents only the

results for the variables that indicate whether " the individual

was in a control group, HUD or YCCIP. VICI is the omitted
category,; representing a base .of zero. 1In the table, negative
numbers indicate that the other programs performed worse than

VICI, while positive ones indicate the oppusite. 1In each of

these models, a number of variables were held constant. fThégé
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Means of Outcome Measures in the Follow-Up Samples

. .

School and'Emplo%Qent Status in the Follow-Up Samples

=60~

. Table IV=7

Pable IV-TA

VICI

Percentage working
Percentage in school

Pércentage both working
and in school

423%

118

Control
n7s*

10%

© %

Table IV-7B

<

’

HUD

463

e

+

N

YCCIP

30%

. ! B ;.."ﬁ .
TN
y

14%

045

—.\._/

 Means on Quarterly Earnings for All Members of Follow-up Sample

VICI

Average percent. of last

quarter worked , 25.8%

Average earnings for

last quarter - $570.70

Control

10.6%%

$185.80%

HUD

32.8%+*

$531.70

_YCCIP

$312.00*

*Implies that the dlfference from the flnst column.ls statistically

signlflcant at the .05 level.

.

-
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Table 1V-7C
) Summary of Characteristics of Jobs
of Individuals Worklng at Last Observation
vier control - HUD - yecip
Starting wage - $4.23 $3.63 $3.58* $3.42%*
Highent wage 1$4.72 $3.68* $3.74* $3.62%
Hours worked per WFek © 36.9 37.0 . 34.8% 32.9%
" Earnings per week $175.50 $137: $138. . $120.%
Pércentage who had: A '
a construction job 34 12g*- 16%* 14%
a skilled construction ) . o : -
job 308 - 12% 128% 083+
a subsidized job L 12¢ 14% 14% 21%
a permanent job . 69% 59% 623 - 55%
a full time job 84 798 658% £7%*
a union apprenticeship 14% o%* 02%* 0%*
apprentlce waltlng list - 8% 7% : 06% 18%
tried to ]Oln union 32% 26% ?i§%*‘ 20%
urion member - 17% 14% 0Bg* 6%
promotion 06% 07% - 27% 19%%
received raise 36% " 33% 44% 44
program helped in - o - o ' o
current job 63¢% ’ NA 61% : 65%
use program skills on ””f . . o '  ,1
- job 38% NA& - 41% 37%

*Impiies that the difference from the first cotumn is statistically
significant at the .05 level. , , . :

»

>
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~ Table IV~8
‘Summary of Program Effects
‘from Multivariate Anzlvses
(VECE Program is the: excluded category)

(Standard_errors in parentheses)

| Centrol HUD YCCIP
1) *Likelihood of working =1.11*  .037 -.323
E " (.282) (.217) (.244)
2) ' Highest wage per hour? . .119  =.037 =,051
_ - (:079) (.057) {.068)
3) Hours worked per week? . 037 -.081L ~.162%
: ' - (.088) (:063) (:073)
4) Barnings per week® - -.082. -.128- o -.213%
' ‘ (.125) (.890) (.104)
5) Skilled construction job™ . . -1.38 -.618 =1.35%
¢ ' (1:10) (.539) {.669)
6) Union éﬁﬁféﬁfiiéé or : -1.88% -.830 2308
waiting list (.931) . (.523) (:577)
7) Raise received® - . 116 1.26% 1.90%
8) Touarteriy earnings- - .050%_ 294 . -18%1
, (361) (272) (323)
- \
\

Equat:ons 1 and 8 are esthated u51ng the full sample of
individuals. Equations 2 through 7 are estimated using only those

- % — — 3 R . | -

individuals who worked durIng the perxod of observation.

lEctlmatlon procedure is binomial logit model coeff1c1ents can

- be interpreted as pe”centaae differences from VICI in the likelilood
of working. .

4

2Estxmatxon procedure is log—llnear mode1~ coeff1c1ents represent

percnntage dlfferences from VICI:

3
'dollar estimates. These numbers indicate what the maximum effect

Estimation procedure is tobit model; coefficients represent

could be and must be adjusted in order to make statements about the

average effect.'

’

2 . —




 men: However, no significant differences were found: It iz’
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variables were sex, ethnicity; education, age, family structure,
location and timing. Table 1IV-9 provides significant effects

" found in these analyses:

.~ Findings on the probability of working pertain simply to ihe
likelihood that :a youth was employed during the last quarter of
observation. Results are presented in Table IV-8, line 1.

The
coefficients in line > "Working" are odds ratios: those with a
negative sign -indicate lower probabilities than the VICI program
while a positive number indicates a probability .that is higher
than ViCI. The odds ratio that an individual works is the
probability of his/her chances of working to his/her_chances of
not working. For controls; the odds ratio is minus %:1l1l and is
statisticaliy significant: 6/ In other words; the likelihood of

being employed was 111 percent higher for VICI youth than:for the
controls: 7/ :

~ The VICI-HUD and VICI-YCGIP comparisons were not statisti-
cally significant: It is noteworthy, however, that although not
achieving an acceptable level -of significance, the VICI-YCCIP

odds ratio was of substantial size, with VICI youth holding a 32
percent edge over the yecip cohor% in terms of. probability of

employment: There is virtually no VICI-HUD differential.
Po answer the gquestion "what works best for whcm?" .the

effécts of the VICI program were examined for variation with the
control group by sex, ethnicity, age and educational status.

" given information from the process documentation; one might have

expected the program to be more effective for older youtn and for.

possible that the restricted size of the follow-up sample made it

individual characteristigs. f 7

difficult to find signifirant differences in program impact by

o S L .
‘Wage rates, hours worked and weekly earnings werevexamined

next. Atteniion was restricted to youths who worked during the

last guarter of observation and the.question wes posed: are

there signiricant interprogram differences in the’ outcomes when

individual characteristics are held constant? Lines Z; 3 and 4

of Table IV-8 present the estimated progray effects for highest
wage, hours worked and earnings. Although the estimates favor
VICI in eight of the nipe estimates, statistical significance was
apparent only in the VICI-YCCIP comparison, where VICLI youths

worked ‘16 percent more hours and ®earned 2] percent more than
their YCCIP counterparts. No statistically significant VICI-

control ‘or VICI-HUD differences were found. Nor did program
ef fects significantly differ on the basis of youths' personal

choracteristics. These results from the model where variables are

held constant differ quite. markedly from the findings derived

merely from comparing means in Table IV-7. Exploratory analyses

. clearly indicate that site differences largely explain this

‘discrepancy. These large site effects could be due to variation

among sites in one of the following factors: local economic

4 -
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Table IV-9 . .
Summary of Statlstxcally Slgnlflcantv
Effects from Multlvarlate Analyses

N VICI—VQISUSVCONTROL

VICI part1c1pants ‘are more llkely to be in an apprentlceshlp or
_._on a waltlng list for- one.,".;

- .

HUD participants are more likely to receive a raise.

VICI versus YCCIP o .
: 2

VICI participants are likely to work more hours.

VICZ part1c1pants are 11Le}v to have higher earnings if thev
worked. 5

“VICI partxcxpants are more likely to get a skilled constructIOn

job: . . _ . K\ L -

v

YceIp. péftiéiﬁahté are more likely to receive a raise. &

v

o
L

Al
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CondlthnS, well run prime sponsors, well managed linking

institutions or other unmeasurad factbrs.

The type of job in whlch the 1nd1v1dua1 was employed at

foilow—up is important in that one of VICI's concerns was that

its placement effort be focused on the construction trades;

especially union apprenrxceshxps. At a more general level, each

of the programs in the stnﬁy had as one of its goals the

Dlacement of vounda rj.ersons in 'lgbq that were uns;b ldlvnﬂrnnrﬂ ,of

-a permanent nature. The follow1ng dimensions were inspected for

dlscernlble program effects:

(] employm>nt in a ski lled construct1oﬁ JOb

® apprent;ceshlp status, 1nc1ud1ng being on appren-
ticeship waiting lists,
- .

e union membership,

job permanencyy : .

Y - -

subsidized versus -.nsubsidized jobs,

® pay raises received.
N

In Tabie IV-8, program .effects are presented on three vari-

ables: the irkellhood of obtaining a skilled construction job,

getting a raise; and beiung an apprentice or on a waiting_list.

The others revealed no Statlsflcally significant program effects.

In the model predicting whether the individual entered a

skilled constructxun job (line 5 of Table IV-8), ‘the est1mates
indicate that the odds of working at a skilled construction _ 3ob
were 135 percent higher for VICI participants than .for YCCIP
youths, a statistically sighiflcant difference. The estimated

'VICI-control difference was of .a 51m11ar magn1tude but was not

statlatlcally significant. The estimated HUD difference was also
large (62 percent) but again was not statistically significant:

It appears that; in comparison with other programs, the VICI

programs were successful at getting disadvantaged youth into

skilled’ constructlon jobs.

In the uodel predicting whether an 1ndlv1dua1 was in_an

apprent. ceshlp or on a waiting list for one (line 6 of Table

iv-8), there is a ,statlstjcally, significant difference in the
VICI:contrbl Cbmpériébh, the oaaé of being in bt on a waiting

hlgher for VICI than for control 1ndlv1duals. VICI s 88 percent

edge over HUD; was not:'statistically 51gn1f1cant. The YCCIP-VICI

dlfferences favored YCCIP and were not as large, with YCCIP youth

being ‘31 percer’ more likely to be .in or wait-listed for

‘apprenticeship than VICI participants although this difference.

was not statistically 51gn1f1cant Ccansidered together, the
resui. °v ™ thkeen to5 regressions (the skilled construction jobs

[ I
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and apprenticeships) indicate that VICI has a substantial impact

in placing disadvantaged, predominantly minority youth in jobs in
the -skilled consc:uction arena where they are likely to make much

higher wages in the long run. The fact that VicI did not evi-
dence significant statistical gains in the area of union membe:-
ship relative to controls is somewhat surprising but may be at-

tributable to the custom that new apprentices pass a probationary
period before being indentured as union members. Therefore; the

timing of the intérviews may have been premature in assessing
this‘effect. ” ' '

__In Eﬁgglﬁéaél predicting whether iﬁéffiﬁaiViaﬁaiﬁ received a
raise 'y the Iast follow-up interview (line 7 of Table iv-8), we

found significant advantages of the HUD and YCCIP program over

VICI. YCCiP participants were 103 percent more likely to have

. rectived a raise than VICI participants; the comparable figure

“for the HUD-VICI comparison was 126 percent. This result is

puzziing. Although a number of potential explanations for these

findings were explored, none were supported by the data.

The variable that best captures the total impact of the pro-
gram on labor market .outcomes is quarterly earnings (line 8 of
Table \IV-8) . This analysis included all individuals; regardless

of whether thay worked during the quarter of interest: 8/ Con-
trblljpg‘fqg_indiviaﬁal,éhétéCtéristics;fppg guarterly "earnings
of VICI participants significantly exceeded those of cont nl
individuals by as much as $1,;35@ (in 198@- dollars). This; how-
ever, is an upper bound estimate of the impact of the program.

In order to get an estimate of what the average impact woulc te;

we multiply .the tobit coefficient times the average probabil.‘,
of working fcr VICI and controls (i.e.; +306). Thus, the average

'’ program impact is $321.5¢0 on quarterly earnings. Multiplying

this figure by four rescits in an estimated average net annual

- gain of about $1,;286 dollars for VICI participants over controls.

" In order to gain some perspective on the suhstantive importance

of this effect, it is instructive ts ébﬁpézé,thisipz@giéﬁAjﬁ§§§t
to the actual amount earned by those » the control group.

Translating quarterly earnings intc annual zarnirigs shows that
control .individuals made an_average _§$759 .per year in the
follow-up period. An increment of $1,286 nn tbis size of base is
substantial. VICI ‘did not,; however; do significantly better
than HUD or YCCIP in affecting participants' guarterly ezrnings.

It is surprising that no overall statistically significant
VICI-YCCIP difference was foiind, given that VICI sigrificontly
increased the weekly earnings of those individuals wio worked, av
compared to YCCIP. In the model assessing overall impact. the
quarterly earnings model, it is p-obahly that the effect cf the
program on the likelihood of woiking is a more important deter-
minant of quarterly eatnings than the impac’. of tlie program on a

participant's wages if the individual worked.  Therefore, the

fact that VICI did not significantly increase the likelihood of
working relative to YCCIP piobabiy nutweighs whatever éfrect VICI

had on increasing wages if the individual worked: In addition,

-
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in the ceonstruction Industry.

- SUMMARY

Holdlng other variables constant; there are substantial

differences between VICI participants and control individuals.
VICI participants are 81gn1f1cant1y mere likely to work in a

given quarter. Participation in a vicr' program can raise an
individual's anpual- earnings by as miuch as $4,289 (in 1980 dol-
lars); relative to members of the control group. whose (esti-

mated) annual earnings averaged $75%: But the 2average program

effect is $1,286 a year. Vi€l was wmuch more likely to get dis-

advantaged youth into wr on the waiting. 'iist for apprenticeship

programs. In short; vITI had substantial effects on disadvan-

taged youth when compared to a control group:. &n assessment of

whether VICI works better for certain types of parttcxpants

produced no significant resul ts probably due 1n large parft to s
sample size issues. )

<

When comparing VICI to other construction-ralated programs,

the results were not as clear-cut. Pontrolling for individual

characteristics, some statistically significant differences were

\ .

found in ocutcomes between VICI and YCCIP participants. Wwhen

earned 21 percent mQxe,than YCCIP partic1pancs, but the;eﬁwere no
significant VICI-YCCIP differences in quarterly earnincs. vVic:
significantly increased the_ anbabllltyfthat a youth r:zceived a
-killed constrictiosn 3ob,relat1ve to YCCIp.  YCCIP? part1c1pants
~ere more likely tc receive raises +:an were VICI participants.

HJD-VICI compa .sons rev=sl no statistically significant

differences favoring %ICI and onc. favoring BUD (HUL pa~” ticipants
were more likely to receive a raise). Statistical significance

asidi, VICI outperformed these .other programs in some wnys, but

these results are ambiguous at best. While some favq{7V CI,;

there is no evidence that VICI has a mire subscantial effect on

post-program earnings than YCCIP oOr HUD., i~

during the eighth month after youths 1eft their ptograms. It

could be tpg;“ﬁne short f£sllow-up period Las biased the evalu-
ation: & major geal of the VICI program wi.3 to help participants

ep+er 3killed construction jobs; and ‘here is evideice of some

success in tnis regard. The financial value of obtaining such

jobs might not be realized in eight months. Data from a more

_Te T . 2 i

¢ tended follow-up pericd is necessary to assess qug term

results Unfortunately, thie dexign Jf the survey does nrf allow
for measurlng the long run emplqyabll1tg,of the participants: In

cum; while the short run effects of the VICI program are
substantial, its lopger term consequences remain unknown .
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1/Taggart, ﬁ., op. cit. D S : /;3

P

2/Fourth Interim Report goi _the VICI Demonstration, Pub-
lic/Private Ventures, September 1%781. .

3/0f the 17 yceip prograns reviewed, 39 percent were des-

. cribed as offering skill training ané 41 Dercent were. 1ntended to
be construction—relatedf . 0of those YCCIP'S that "met both cr1-

teria, several were drcpped on the basis of other cr1ter1a.?

4/Compar1ng just one characterlsklc at a time could ‘be mis-

lead irg. Therefore, mcdels were estimated predicting membership

in_the follow-up sample. 1In the aralysis, the same three vari-

" ables haé riet effects on membersrip in the follow -up sample,
holding ‘the other character’stlrs constdnt.

L I T - T
/"Statxsttcai significance indicates .ths likelihood of.

obtaining the program effects by chance when the real program
effects are zero. A .05 confidence, level is usex ir this report,
meaning that the llkellhoogjggirasuits occurriag by rhaidce are
less than five out ©of a hundred. ¢her sample 112-. ave small,
even large differences do not easily acaizve =tatistical
significance. : . -

G/The analYééE in this usection =are VICI- .centered. For ex-

ampie, it would b= xnaprroarlafe and- possibly mlsleaalng to
- conctude syllog: tically that if VICI stows significant® gains

over controls but not over HUU, HUD th=refore must show: 519—

n1f1cdnt gains over countrols. ; ]

7/Thls dlfference in odds can iwnply changes in probabllltles

of varying maynitudes. - For a control individual with a proba-

b111ty of working of .5, a 111 percent increase in his/her odds
increases his/her probabilj Ly of . worklng quite substantially,; to .

@.68. But clearly, no su large increase is possible for ah

individual whose personal characteristics imply a prabab111*y of.
-working of #.9: The 111l percent increase in odds raises hls/her%

probability only to .95, - . -

8/1r31V1duals who did not work uurxng the quarter had a

'quarterly earnings value equal to zero, while indiviuuals with

oesitive. saznings have that value for - is variable. Tihis model

was estimated using a tobii model, whicy )ermltted management of

pecdliar aspects of the distr1but10ns of this variat:

m [
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) . , ) 3 ? .
R . CHAPTER V: COS@:ggﬂEFIT ANALY3IS. )

~ fo determine whether VICI, or programs.like it, should be

continued, program benefits must be considered relative to pro-

gram costs; that is, we must assess the cost-effectiveness of
such a atxateg .

1t should be noted at the outset that we are unable to assess

P the cost-effectiveness of VICI vis-a-vis comparable prnarams such
7 "ds HUD and constructlnn:g;;ented YCCIPsg Although- 1'T~uw;\10n on
* the._ 1mpact cf HUD- and YCCIP o waztlclpants is aveail: : ‘ompa—

rable data were not-.available r:-om these prcgrams on Lg~7Va1ue oF

output produced or on per- partzslpéﬁt cost. Even limited com-
- parisons are unwarranted. g

Although cost-benefit analysis is critital for the overall-

'4’ sessment of the VICI program, the methoa has certain limita-

ticns and uncertainties., First; many costs- and benefits cannot

be- measured and are cherefore not 1nc1uded in the calﬂuiattons.

Second,; one must make judgements about the long-term stream of

béﬁéfits,from,a,snapfshot,v;ew,ﬁf immediate post-program bene-
fits. To minimize the risks inherent in sech a procedure, a
“best estimate;" is provided; as well as_ estimates under alter-

native assumptions. . The stance adopted here is iellberately

ponservatxye- wherever p0551b1e, numbers that tend to bias the

case against the cost-effectiveness of VICI are used; This

evalvation:strategy demonstrates” how sensitive the findings are

to alternative assumptions and provides a basis ;or Confxdence in
the conclusions. : .

This chapietr describes the cost-benefit methodology  used,
provxdes info:mation on VICI costs,; and presen%s alternative
tstxmates of the cost- effectlveness of the VICI program. !

/$HE/ME$HQDQEQEL
There are three porcpectives from which to analyz: the costs
and benefits of VICLLmifgfgfscendxng order of scops - thzy 3te.
society as a whole, taxpayers (thil is the non-part: :.an:s) and
indi "iduals (the participants).ly The cost-benefit e. -cation of

the p-~izam described here reflects the societal perspective;
because _ irtain pieces of ‘informatioi. to pursde the other two
perspect’~es are lacking. ~Further insight, however, is provided
from the standpoint of two key z2ctors -- the prime sponsors and

commanit- deveiopment agencics.

~ F:om the taxpayer's persrective; the m<Jor béh&~1t3 From LZrom Loy

redv ‘tions in transfer payments to the indivi“i:' ({e:3.; food —;,//
stam: welfare payments) rathe;fthan the incremer. in taxes as-
oci .4 with increased earnings. The research desijn and its

cociated questins. did not elicit inforration on transfer pay-

ments and changes tefore and after the program. This rrecludes

measurement cf the most important vernefits frou tng‘taxpaye:’
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perspectlve 2/ ) From the - 1ndvvidual'" perspectlve, reductions in

transfer payments (which werze rot measured and cannot be confi-
dently estimated) act as vosts. and therefore offset whatever:
benefits the program produces in terms of post~program earnings.

These are a major portion of costs from the individual perspec-

tive. Cost-benefit analyses from . either of these. perspectlves

1nc1ude too many unknowns; resttng on unreliable estimates or

major components of either costs or benefits.

A cost- ‘benefit analysis from the societal perspective pre—

sents problems that are not guite as serious; reasonable esti-

mates of the major costs and benefits can be made. The soc1etal
perspectlve raises the question of whether society gains or loses
: goods and serv1tes as a result of the VICI program. Th1s gues—

tess in societal resources. Transfer payments are not included.

For example, stipends paid to VICI participants are not a real

cost to society,; merely tzansfers from taxpayers to participants.

AS transfer payments, they would appear .both as a cest and as a

benef1t, thUa cancelllng each other o’t, therefore; e exciude

From the s ~1eta1 perspectlve, VICI's costs 1ﬁc*ude° (1) the

costs of opera:ing the programs at the eight sites, eXCIUN1ng the

youth ,tlpend component of these cecsts; (2) P/PV s costs for

overseeing the projects; (3) the opportunity cost associated
with participation in the program: the output (w&ges) the parti-
cipants wouléd have produced had they not been in the program; an”

(4) administrative costs incurred by the prime spoasor or Depart-

r.ent of Labor iat te regional or national ,cvel) as théy relate

to tia VICI projsci: There are no estimates of trhis last cost;

and ‘ew evaluatlons cf employment and. tralnxtg programs prov1de

such estimates. Thes2 costs are assumed .90 be small relative to
the overall cost of operating the program and would no* be large
enough to =zlter the research findings.

. } ,

Vici's societai benefits should inciude: (1) increases ,in
post-program earr1ngs of part1c1pants, (27 outpt: produced by the
vict projects, anc {3) numerous other sociztal benefits that uave

_not been measured by this stud-. Tne latter include reductions

*in crimindl activities, sévxngs from reduced participation in

employment and training programs, reductions in welfare ‘admini-

si,ative costs, and drug treatment, cnsts.4/ That this group of

berniefiis cannot be measureid *mprles that the cost-benefit anai-

ysis underestlmates VICI bencliits.

Two mnasurement 1ssues were oroblematl,., Thn f1rst ~as the
77777 The

3
second was uow “to estrmece the str am of benef1ts aover tlmé.

Au imgortant distiaction had to be made between evaluating

VICI as a flemonstration and as an operaticnal p- ‘ogram. To eval-

uate VICI as u demonstration, one would hnve to count the

dr«elopment outla 's as costs an¢ %the value of the
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"social learn1ng cz "knowledge generation" of the demonstration

in benefits. Since these latter costs and benefits cannot be

gauged, VICI was evaluated as an operational program.

The second puzzling issue was how to extrapolate a yearly
post-program impact on part1c1pants into a stream of benefits

over time. The annual program impact was estimated at $4,260 a

year (see,Chapter iV), but there were no estimates of the rate at

wh1ch vIL1I program benefits decayed or increased over time, a

problem that confronts most eva@luations of employment and %train-=

ing programs. The few studleﬁ that have inspected the issuz of

decay have produced amblguaus results:

Hu et al (19). and Somers and McKechnxe (31) found

declining earnlngs impacts for vocational educa-

tion .after six years and for institutional skills
training after five years; Ashenfelter, (2) found
declining earnlngs galns for males bUL relatlvely

following MDTA institutional tralﬁlng, Borus (5)

found increasing gains for five years following

1nst1tLt;ona1 tralnlng, and Borus and Fresccit (7) - i

found increasing 2arnings oenefits for men

complnt;w' insti tutlanal tra,wlng but declining
gains ior the dropouts .3,

Although there is considerable contr versyﬁ/ suxroundlng the
results of Ashenfelter?/; many have used his estimate of a decay

rate of 17 percent per year in extrapolat;ons of future benefits.

Acﬁenfelter s figure was used in VICI, giving preference to cea-

servative estimates when possibie. One might expect less exten-

sive decay (little decay, no decay or actual increases) in the

effects of an intensive skills training construction prograr that

plac:o: considerable numbers of its participants into appxenticew

- ships; in which wages rise dramat.cally during compietion of ‘the
apprenticeship.8/ N

A relzted issue in the estimation »nf a benefit stream from
<the social perspec‘.Iv5 is Lne perennlally difi cut issue of so-

cial discounting. B benefit stream must be disccunted to reflect

the real value that sociecy places on future kenefits, net of in-

flationarv increases ir dollar vaiuvss: . The choice of an appro-

priate social rate of dxscount ‘2. a "contentious" one becaiise

there is no consensus on what ig apprqpriate. Figures actuélly

uéed range from zero to 17 pe rcent.r L:ke ‘those invoived in eval-

sting the National Suppo: .ed Work De:,vetrdtmon,7@37§ei*eve five

p.tcent is a reasonable, though slic’itiy high, estime®~ of the
real sccial rate of discount.9/

F S ”"a;;'e CISTS ANu BENFFITS
vxcr operating ts are preeent:r first in Table V-1, with
start -up costs amor ‘2d over a 37 -monuh pétidﬂ . P/PV t8chiniical

-n

assistan.e and oversijyht expeiiitures are also ‘rzlnded.  1--tal

ERIC 88
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Table V-1

Cost of VICI Programs

Amount % of Site Cost % of Total Cost

Total Costs at Local $ 8,491,215 100.8 99.5
Sites 1/: : . ‘
Youth Stipends 3,243,883 386

Crew Chieaf 2,654,375 31:6

Other Labor 320,396 3.8

Administrative _ _ 846,572 1¢.:

Materials & Supplies 1,305,363 15.5

Preo-rated Start Up j 38,526 g.3

P/PV Costs 2/ 453,117 . .5
Total Costs | 8,854,332 | ©108.9
adjusted n of Partléiﬁ&ﬁfé 3/ 977

Adjusted Crnst Per Participant 3/ 5863

1/Site co were incurzed prior to the entrance of thew

first particig ere awmortized sver a L@ moith period; the nor-

mal length )t & 21 progxam.

up (e. e, formulatlna ~“e mode seiectlng sxtes) and costs

directly associated with tesearchﬂ such as personnel who were

either totally or in pert assigred to VICI were ignored. It was

assumed that all time of the program officers and P/PV management

involved with_ overseeing the eight VICI %*tés was spent on such
activities and not on dealing with the sites on resesrch  issuzz

or with DO6L on "démonstratiﬁh" jeziies. This is an overestimate

of P/PV'q cost of overaeeing tre 91ght 51tes as some proportlon

3/Two adjustments were made to tha number of pa srticipants in

order for the cost per participant to be unbiased. First, thez

fc)low-up study only included those who had stayed in the progr

3¢9 days. Early leavers wzre eliminated from the number of parti-

c’pants; their costs in the program were treated as zn amount

t1at -had to b»e incurreé¢ by those who remained in %he prcazam
(anf receiveda the béhe*'ts). Futthermore, bnca"'o of cou 91nuons
‘tﬂtﬁ11ment, many . participants werz oiily pact way t.zough their
vICI experience when cost data coilection was finished. The
i number of pavticipants was corrected for the fact that carryover
b X pattxctpéﬁfs had only spent a fraction of average. psrticipants’

+ime in VICI.
f‘

\lo ‘ - .' ' 89
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lude research end other costs incurred becau e
ctration crogram.

A few obsmarvativus on Table V-1: First, the major costs of
runin.g sbcn prograas stem from two factors -- youth stipends and

the weges ;2id to erew chiefs. Second; 15.5 percent of site costs

were firx narertais and supplies provided by public SOUIC§§,9§h§!

than CE7& -- heusing authorities; community development agencies
and ‘the like. This amount was small, rela ive to other costs,
but it was cr'lt'lca] Fnrri—ho nreﬂnci—'lgn fm}__\hae~g {i.e.; the rna'l
work) of the program. Third, the costs P/PV incurred in its Trole
as 1nterm~31ary were small compared to overall costs. Finally;
the adjusted cost per participant of roughly $9880 (198¢ dollars)
is not small, 1nd1cat1ng,the high cost of extensive skills trair-
ing., While the cost per participant was not unreasonably high;

it is clear that VICI is more expensive than such efforts as pre-

employment programs or job clubs: But VICI costs cannot properly

be judged withhut comparing them with program benefits.

Table Y-2 presents the costs and benefits of the VICI program
frcm the soc1etal perspectlve. The est1mate of tbe present value

percent a year; and accrues 6Ver 40 years of working life. Tﬁis

analysis indicates that ViICI's benefits outweigh the costs (52”?
factor of 1.5 to 1}, The net societal benefit is $3,334 - (per

participant); in large part because of the substantial estlmated

post-program earnings of the participants.

- The estimate of the net social benefit »F this program is
sensitive to assimptions concerning the valu: -7 N8 increased
post-progrzin earnings. Even assuming that =+ benefits to
participants accrued only for one year (and it was therefore not
necessary to estimate concerning the discount ox dzcay rate),
VICI's social benetits of $3034 per participant are 81 percent of
the program costs ($6322) . Nevertheless; the size of the overall
get social benefit is 3ffected by assumptions concerning the
§ecay rate; the discount rate and the years over which tie

enefits should extend. fTable V-3 presents an analysis that
assesses the sensitivity of the estimated preaent value of the
net societsl gain under various assumptions. This varies from
$1;8308 to 919n579- All of these estimates are substantial And
pbsitlve. N - ; _

. _ In summary, althbﬁqh estimates of the net §rés562 vatuz of
this program's benefits per participant are sensitive to certain

assumptiéns, the conclusions from all estimates are the same:

VICI has a substantial net societal DPﬁefIt.

Another way to assess tae ccst—efﬁegt;veness of a program is
to assess liow long it takes the participant to pay back society's
investment (see Table “-4). The amount to be paid back is the
total cost from the soc1etal Perspectlve (that is, excludlng

youth st1pends) minus tkr value of output produced by each partl—

90
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Table V-2

Cost-Benefit Analysis From the Social Perspective

Present Value of Total Costs

Costs (per part1c1pant) (per part1-1§éﬁt)
Local Site Costs i/ ’ -§ 5,279
P/PV Costs 2/ -$ 464
Foregone Earnings 3/ -$ 569
7 | -$ 6,312 4/
‘}' B
Present Value of Total Benefits
Benefits (pei part1c1pant) (per participant)
Incgeggeu Post Proaxram , o
Earnings 5/ +$ 5,838
value of In-Program output 6/ : +§ 3,808
) +$ 9,646
Net present value (benefits minus costs) +$ 3,334
1/Th S8 ste exclude youth stipends and minimal research
cests at si sStart up cost of the prograimn, costs prior to the

f'r

“ (D\

“y ‘(m
»

enroltlment -
month ppr-ad {tixz assumeqd duratlon of such a program).
_

2/Tﬁe¥¢ rspresent the cost nf overseeing the sites and
exclude ré&szarch costs as well as Sts associated with gett fig

the demonstration started (mod«l selectxcn and modification, RFP

production and site selection):

i/These fi-ires represent the mean annual earnings of the

comparison group multiplied by 9/12 (9/12 is & conservative
estimate ot tlie fraction of = year ithat the zverage participant

remained in the prcr'am).

4/sz~ cost per. parttcxpa 1t fﬁguze differe from Ehe,cost per

perticipanrt fijvre :n Table V-1 in that it is from the societal

percspective and 1nc1udeq foregoﬁe earn ngs tut exci-des youth
stipgrds. .

L the first part1c1pant, are amortized cver a 30

7
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! a real diszount rate of five percent & year and accrues over 4§
y%gré of the individuail's life:

6/The value of in-progess ontput derives from the work valu-
Chapter IIi. Since the total cost

ation methodoldgy reported apter II
(and hence the value of wotuué produced) reported in chapter 7
differ slightly from thoz: .eported in Tzble ¥-I, (due to minc:

""""" the amount of work value



Table V=3

¥ Social Benefit (Preaent Value).

Sensitivity Anzlysiz 2 ¥e
{ YViZ1 Program

Net Social Benefit
(Per Participant)

Estimated  Annual Annual Assuming Extra- Assuming Extra-
Average Real Real polation over _ polation over
Annual Decay  Discount 20 yeunrs 4¢ years -
Program Rate Rate
Impact in.
1989 pol- <
e 7
lars .
o 5 ' $13,738 $19,679
¢ . 16 _ 7,668 8,925
$128¢ 17 5 3,192 . 3,334
. i’» lr "
17 10 %;836 " 1,830
.;ﬁ
> N
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cxpant., When calculatlng the ab111tv of the part1c1pant to pay

back; the assimpticn is that he/she can pay back an amount equiv-

alent to the increased post-program earnlngs the first year and

that the value decays by 17 percent in the next year, and _so

fortti, for subsequent years opver a worklnd 1ifes No discounting

of that value to its current value is necessary since a debtor

can pay off last year's loan in today's dollars. These pay~back

calculations suggest that it takes a V]CI participant 2.17 years
to pay back the social investment in his/her training.

“One additional pe:spectjve on cost-effectiveness may be rete-
vant. Intrinsic to the VICI model is a presumption of synergy:
that is, the goals of community improvement and of employment
development can beé pursued together s¢ that outcomes are at least
comparable and perhaps superior “to %hose that would have been

obtained 1ndepe;ﬂeﬂt1y (i.e.,—a. training program with no produc-

tion component: ar a housing rehabilitation or other physxcai
community improvement program without an employment and training
component) . To %est. this assumption, it is relevant to ask what,
to use a term ivoscly;, the "return on investment" was for both
the prime spon#nrs,; who invested CETA dollars, and the community
‘development a3¢:+sies; which invested CDBG or other dollars.

Community ,eveiopment agencies invested 51,786,411 in VICI
(ZGngggent ~7 total program costs) and rwceived benefits,
acrording to ’1u= work valuation methoﬂology, of $3,720,416. 18/

In cother word 5, the communxty development agencias recelved two

dollars worth of gocds for every one dollar they spent. ({Normal-

ly, these agzucies would receive one ddilar worth of goods or
services for every dollar spent, by definition).

From an amcoun*:ng polnt7o§7v1ev, the prime sponsor is not
interested in the value of goods produced; but rather in the

labor market benefxts for participants.: . If the primé ;poneor

benefit-cost ratio is given by

Youth wage gains ver partrclpant . 55,838
Prifie SpohSOr coSt per participant S 7,234

for a net return per dollar of $.81. While this is not larger

than one; it still reflects a substantial return on the invest=
meant.

Assuming that .the availability of materia*s (whxch cost the

. Dprime sponsor nothirg) in fact was important in producing the
)> program's impact on youth earnings-gains, and if one accepts the
estimate of valus y1e1ded to the community- development agency,

then thrse conclusions f 1low:

° The pr ime ”pﬁ{ﬁér gets better rétiurn on investment
than would have cccurred without the pool1ng of

funds,; a1be1t bv an xndetermxnate amount. k\

o SR Y




! Table V-4
Analyses of Length of Pay-Back Period
{From Social Perspective)

- émbuhf;fb'bé Péia 55Ck i/_ $2504

Eénefxt is $1286 a vear g/ 2. 17 years

.
-

1

2/ Benefit is decayed at 17 percent a.year. ygigggcount rate

applied beran=« raday‘'s debt gets paid off .in tomorrow s

is
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to one differential.ll/ ///f

. The combined benefits to the municipality; includ-

o

ing community development and CETA gains, exceed

the benefit that would have occurred if these,
agencies had pursued their goals in isolation. In
- other words, a synergy occurred. ) -

CONCLUSIONS

Analysis indicates that from a societal perspective; VICI
has substantial net benefits.. A "best: estimate" indicates that
the net societal gain from VICI is $3,334: VICI participants pay

back the societal investment in a very short period of time, ‘2:17
.years.  The actual size of the' net social benefit of the VICI

program is affected by the various necessary assumptions, but the

conclusion -is that VICI is cost-effective, no matter what
s assumptions .are used. . : : '

- SO
Three caveats are appropriate; First, this analysis 1§ from

the societal -perspective and 'is favorable to VICI. It is pos-
sible that such an analysis from the taxpayer's %r the -individu--
al's perspective would produce ‘' different results, but lack of:
data precluded consideratiog of these, other perspectives. Se-
cond; it may be unreasonable to assert that the increased post-

program earnings to participants are a societal bermefit, since if
substitution occurs (rather than net new job. création), someone
else would have earned this amount. It isn't feasible to assess
the amount of substitution, a problem inherent in almost all
evaluations of employment and training programs. pespite this -
problem, the precedent of previous evaluations was followed, and -

these benefits to participants were considered a social benefit.

Third, in almost all imstances, conservative choices were made,
thus biasing the case against the cost=effectiveness of VICI.
therefore, although VICI-is somewhat expensive relative to some

, other employment and training strategies, it is cost-effective.
. NOTES
1/This is similar. to the typology used in assessing the cost
—cffectiveness of the Supported Work Demonstration (see Manpower
Development ' Research GCorporation,. mar nd Findings of the
‘National Supported Work 'Demonstration, 1986, -and P. Kemper, .D.
Long and C. Thornton, The_ Supported Work Evaluation: Final Bene-
e fit-Cost_Analysis; MDRC; J). M. Borus (Measur:
of Emplovment-Related Social  Programs, 1979 Upjohn) considers
Tour perspectives: societal, 1individual, employers and the

government.

€
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measure or sxmuiate.

s §/See MDRC op.. cit. and Borus op. cit, for further clarifi-
cation of this point- o e - :
FL 4/The MDRC analysis inciudes measures of _these four beénéfits.
\ * )

T e g/Borus;-éﬁ;réii;; pp: 183-104. A L

.

7/0. Ashenfelter, _"Estimating the Effect of Tralnlng Programs
on Earnings," in The Review of Economrs. and Statistics. Vol. 64,

No:. 1 (February 1978), PP 47 57. ) - _—
- 8/The sengitivity -analysis includes results- that assume no :
decay over time. : . s , : :

»

. 9/In P/PV's sensitivity analysis, estimates of the benefit
stream assume a real discount rate of 10 percent. ‘ -

lﬁ/Note that this- fagpre d1ffers sllghtly ‘from the bulldIng
materials cost line in Table V-1, sinde community development
fundsg éuppdrtéa §6m6'jdurhéyméh waéés as well

culations are not affected by whether VICI or an aiternative sup-

plier does the work. . Hence, dlfferences in supply price are the
relevant measure. . ’

~

i
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“m_analyses‘are not sensi

N o g
cﬁAﬁ%Eﬁ VI' CONCLUSIONS AND IMPLICATIONS FOR. POLICY
- AND PROGRAMMING

»

The preced1ng chapters reported on. the VIGI model and the

-

resu}ts of the research 1n detail: Th;s final chapter summar1zes

pollcy makers and program pract1t1oners.

,Sﬁﬁﬁﬁﬁi OF RESEARCH FINDINGS .

[

The VICI rasééréh aéérésséé ‘three major issues:" the impact

pmeat of "a work vai§5t1on methodology.
Impact,oi the Program _— ) ., B . ‘ ﬁi;

o o
gr am effects were assessed in two fashions.

G"

- Pr

First, P/PV attempted to. establ1sh whether the benef1ts of

_khe demonstratlon outwe1ghed its costs. A social benefit per-
spectlve was employed 1n wh1ch two. maaor costs -- program costs

ma”OZ jgngftts._ the value of - the work produced by VICI crews,
-and IncreasLs 1n youth earnxngs.L The latter benefit was ca%cu—

&16 &0 19 year—old out of-school, dxsadvantaged youths) with

thosé of a control group of similar youths who were selected -at
tandom from VICI waiting lists. 7
\ »
Multivariate. analys1s showed that VICI youths were signifi-

cavtly more 11kely to be work1ng tHan conttols: and had signifi-.

cantlj hlgher annual earn1ngs (by $l 286 on average). Imple-

stratlon showed that the VICI work products would have cost the
public approximately $3;750,008 if the work had heen performed by
pr1vate contractors. Thls alternat1ve supply price- 1% the value

It represents a return of about .47 of every dollar expended in’
. the programs - -

Although- the cost=benefit analysis showed: that while the

annual cost per VICI participant is large, the benefits outweigh

costs; by a ratio of 1:5 to 1. The pay-back p ;%ﬁﬂ (i.e., the
cost of .the

time it takes a youth to "pay back" soc1ety for

than two years. Thejs results from the var1ous cost benef1t

program through increased earnings) is not long -- little more

\

number of years over which the benef1ts extend.
Research found that program youths were s1gn1f1cantly more

l1kely than controls (by 188 percent) to become union apprentices
and that; by QUal1tat1ve standards, the workmanship on VICI -jobs

e T 98
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N : - \
was! equal to or better thdn the norm for private contractors in

the majority of cases.

= " ! . . . _ - ! s . -
It can thersfore be concluded that intensive skills training
programs, with a production emphasis; can have major benefits for

youth, produce tangible community improvements of substantial

4

4 -

vatue and guality, and represent a sound social investment.

The second smeasure of VICI's impact was an attempt to compare

VICI to -selected other community improvement programs that em-_

ployed somewhat different program models and ‘delivery systems,

" Included in these interprogram comparisons were ‘out-of-school

~youths who participated in a demonstration community improvement
program run by. HUD - through community development corporations,

and yoiith from selected construction-oriented YCCIP programs
operated by prime sponsors. HUD and prime sponsor YCCIP programs

included in this comparison were located in ;the same cities as
© VICI. . . _

' ‘ *One, three and eight month follow-up data on youths £from
) these programs were collected by P/PV _and compared to VICI.
follow-up data using multivariate technigués,™  This "comparison

was restricted by limited .research resources, which relied on
records kept by ‘the comparison programs for all information

except the follow-up data: .The limited naturs and non-comparable

format of those data made it impossible to inciude'cost compar-

isons or work valu& comparisons in quantitative analysis.

L With analysis confined to post-program empioyment and earn-
ings of .youth, no stafistically significant differences between: -
HUD and ¥ICI youths were fourd, with the exoeption that HUD

youths received more raises in pay -after ledving the program.

There were some statistically significant differences between

VICI and primé sponsor YCCIP graduates. 1f working, VICI parti-

cipants worked more hours and received higher wages than YCCIP

youths; VICI youths were more Likely to hold skilled comstruction- -

jobs; and YCCIP youths received more pay raises. . The summary
measiure of labor maxket outcomes,; quarterly earnings of VICI

program participantst were not stgnificantly higher than those of
YCCIP participants. :

YCCIP programs conducted in the VICI cities, only 11 qualified as -

construction-oriented programs with sufficient scale to offer.a

valid ;umpétisaﬂvffaaa—is—iﬁéié£6ié—4happrapria;éfgg;rgéneralizg '

about the effectiveness of VICI or HUD versus all YCCIP programs.

in addition, the follow-up sample of HUD, and YCCIP program parti-
cipants yas confined to out-of-school youth; to provide compara-
bility with the VICI youth. Finally; the follow-up period was

short, given the number of YGuth§¢Wh6 entered construction trades

99
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in which the accruhl .of geniority.can have pronounced effects on S\

earnings. @iven these constraints, hgggyef;”;hegfiﬁéiﬁgé»ih5i3

cate that none of these three models (VICI, HUD or construction- |

,,(/ﬁgiented YCCIP) emerges as clearly superior. : ;
- 7 N : ! | .
. Oon the other h; d; while the programs appear similar on com-

ion -measures, there are some distinct differences in goals ‘and

purposes among whigh program planfers may wish to select in oper-
ating enhanced constru T

iction-based programs for youth. - For in--
. stance, the HUD model i% a reasonable choice when, in addition to’

labor -market objectives, there is a’desire to use community-based .
organizations as a prime deliverer. The VICI ptdf§ram's emphasis

. on linkages with unions may be more appealing when there is a-
‘Gesire to involve labor unions in local employment and trzining .

programs or, increase access to apprenticeships fox disadvantaged S

youth. The financial leveraging characteristic of VICI may also

. be an_ appealing feature; egpecially .in times of tight budgets,
for programs ;bq;igggr}6éggly;désigﬁéd or run by commuhity

development corporations. ‘ 7 o : :
 Replication S B ' .

 proponents of a replication _strategy typically argue that ~
 efficiency dains will be "produced ‘in adapting proven models to

" lecal situations. -~ Skeptics argue that the determinants of geod-
n irrelevant

~ programming are situational and that replication is a
- approach. Debate on the-yvalue of. téplication as a strategy has -
been ongoing; VICI research-.may illuminate but will not resolve -
it. Depending on one's criteria; replication as a strategy was a »17%
qualified success in VICI. B ; ‘ : s
- : ' P :
- On the positive side, it proved feasible; using a flexible,

approach to replication (one which permitted some adaption to

‘local conditions) to. replica e the VICI program in = the sites
selected; even though the structural- requirements of the program,
.such as the linkages among agencies and unipns, were fairly comg
plex.® Implementation was achieved with fidelity to the model in - —
" all sites. Further;, when the strong fiscal incentive of ' discre-. -7/ .

- ‘tiomary federal funds was removed; VICI was continued as a pro-
‘gram, with its essential features intact, in five of the eight L
sites. And, as the impact analysis showed, the model yielded - =
conciderable benefits to youth and to communities =- benefits = o, -
that outweighed costs. Lt is fair to ask whether these results
can be attributégo;b replication as a generic approach, to the
role of an intermediary as replicating agency; or to the proper- e

ties of the VICI model and ‘quality of local management agencies.

Unfortunately; these were indistinguishable in the VICI_ demon-

stration, 'and so the question cannot be answered. T

K on the other-hand, while the data indicate that this partic-
ular .approach to replication can ptoduce good programming, the
interprogram comparisons do not show that it produces ‘clearly
superidr programming. (Unfortunately, the limits of data, as
noted above; did not permit a cost-benefit assessment of the HUD

i _ . . .
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point.) Further, while the.aggregate VICI demonstratnon produced

good results, ‘quality dafd vary conszderaoly among Sites; only
" eight of 153 initially invited proposals werq funded amnd only five

were 1nst1tut10nal1zed in local budgets. '

The questlon is whether or not programs rgn through communlty

development corporations and local government geperally will pro-

in our inter-

5 @re better
than the norm; then repl1catron may be a desirable t53$99Y to
raise the norm: If not, it is merely an ogrlon.. TheTe -is no.

data to resolve this questlon. i

- < duce results similar to those of the programs used

program comparisons. i1f one- suspects these. result

’

2 ) '
. There are, however, sdme lessons that emerge’ £ ot the spe-
- c1f1c repllcat1on strategy. and point to cenditions that emhanced

VICI's viability. First, repflcatlon was neot construed as dupli-

cation; a number of the model's features were flex1ble,'thereby

v - - »

leaving room: for local off1c1als to tailor the model to .their
. needs and environment. . - 6 T

-
» . g

’

Second a powerful f1nanc1a1 Incentxve was 1mportant in at~

tracting prime sponsers who gave the model a chance'to prove

rtself* In addition, some matching dollars were critical as

- programs moved’ from 160 percent non-local (i.e., federal discre-

tlonary) runds to full reliance on. 1oca1 resources. It is doubt~ 4

;7 -which 1mp11es defunding some - incumbent programs, in order to
’ start even a scaled down VICI model from scratch.

- o Thlrd over._ time, vic: developed focal ties and advocates

that faclll&bted the{crossover to local financial’ support. X is

o believed 'that these ties Tesulted from the extensive mnetwork ‘of .

links to public agencies. The VICI experiencé suggests thit the

v initial funding period be between one and two years long 1n order

R — & - LT

community. This permlts the decision for local continuance to be

;based on worth rather than mere expedlency ? . <
Fourth, VICI does not'“run on its own." Weak ioéaiéaéﬁiﬁi;

; strative capacity and stormy relationships with cooperating

agencies ({e.g.; trade unigns and work providers) will quickly

" jeopardize the prodgram. During the: planning and selection

stages; these two'%omponents should be 3ssessed rlgorously and

;the1r soundness established. - . .

8 oo __gg;;z the role of an ;ntermedlary,;ln this case P/PV, was
' judged important by 1ndependent evaluators. The close attention
that could be paid to plannlng and monitoring the demonhstration
seemed - to- have payoffs in the speed with which programs could

commence operatlons, 5, and in their on901ng‘f1de11ty~to the—programewlﬂﬁ-
model

S A
The experience clearly indicates that, given the caveats and %

. . oy

éil“ : | Y :

HRa| v




LA

conditions just endflerated; . replicating a model of VICL's size

and complexity is feasible. .Just how generalizable the VICI

experience-is without’ the sSpecial conditions that VICI experi-

_enced (e.g., thé sizeable federal monetary incentive; substantial

pre-planning, and the presence gt an intermediary) is difficult
to predict: o~ e /o

‘straightforward and inexpensive.'s ’

N Y
. Work Vaiuation ' - - ) .

i . - . . - ’ )

-

'beveloping a_work valuation methodology was a third research

task< Some of the infoimation that the methodology. produced was
useful. in describing the guality and. value of specific VICI work "
products, but this was not its main purpose. . Rather,, the Depart-
ment of ,Labor, using VICI as the lahoratory, was more interested

in developing, refining- and testing a system that would be..gen-
erally applicable to publiciy-sponsored ' community improvement

projects. The systkm was to produce- accurate measures of the

dollar value of /the products that programg generated. In order

that such a methodology could Be used by all employment and
training programs with a sproduction emphasis, it mus§ be
/ :

The work value methodology .developed for VICI ‘followed the

example .of other' researchers by providing an estimate of the
alternate supply price (i.e-, vate ' con

differs from other systems, Mowever, in several important ways.
First, it is

use of thdrd-paz

professional estimators in a sample of jobs to

check bias in program estimates. Second, it incorporates a meth-.

od for full accounting of program costs as well as a system for

individual job site.accounting. 8 1
? . ! _ . o _ -
As designed, the system supports two key- applications. It

provides overall estimates of value of output and estimates of
the value produced per dollar of expenditure. _ In addition, it

has potential for aiding management in controlling costs, deter-
mining the portion of funds spent at theé work site versus over-
head. It can similarly be useful in determining what kinds of

jobs (e:g:; gut rehabilitation versus home repair) and trades
(é.g.; plumbing versus ¢~ carpentry) are associated with the

greatest value per dollar spent. “In VICI sites, work value did
not appear to vary grestly’by trade, but it was sensitive to the
complexity of work; with simpler jobs (that is, jobs requiring

less preparatory training) returning higher proportions of value.

Since onegpurpose of a training program is. to teach more com-

plex ski}ls, there is a clear trade-off: between work value objec-
tives and training objectives. Thus, the value-of-output indica-

tor® should not be used as the sole criterion of program effec g

tiveness: Rather; it should be considered in conjunction with

_measures that assess youth benefits -- a conjunction permitted by

‘cost-benefit analysiss

.S 102

_ , what a- private contractor .would
have charged to perform the job) as®the measure of value. It

designed for program operators- to implement, with °



N

K

FREY - = S Co {
R N : ’ ;

& R . . *

Y. . ' ;¢

ot ~-86- _ ' I :
¢ ) . ~ 1 =2 -

L fe Tl I R '
Overall; “the 'work value method 'was inexpensive {(about one
percent of the total cost) and relatively easy, to, implement once

initial resistance to using.and filling out the necessary. forms
was surmounted. .L}mitéd training was required to usiéthe system.

Y MAKERS

IMPLICATIONS FOR POLIC

At the_broad ;ééélfbf‘nétibnai policy, there are severatl
major implBcations to' HE derived from the VICI demonstraiton.
- . . d ™ %

First, the impact ‘and cost-benefit analyses provide evidénce

that enhanced work experience programs -- with heavy emphasis on
skill training and production -- have a role to.play in national
youth employment and training- policy. Whether the federal gov-

ernment should promote such. programs through categorical fumding
or dissemination strategies that rely on technical ad3sistance is

a question that 'is beyond the scope of ‘this report to address.

However,.-if such programs are supported; it is .important that

performance measures for youth employment and'training programs

be ptomulgated in such a way that they do not act as’'a disincen-
tive to investment by local practitioners. The emphasis.on cost

‘per placement &s a yardstick, used for past CETA programs, .should
be modified. Cost per placement measures <Treate incentives for
fast, inexpensive programs with. uncertain labor market pay-offs -
-- ‘they abet the "numbers game." AssesSsing programs on the basis

. of their labor market benefits for participants.-- especially;,

increased earnings =- is a.more appropriate strategy.
ncr _ -more a ) _

~ second, . consideration should be given to reguiring thé yide-
soread adoption of work valuation in those:enhanced work experi-

ence programs ‘that include an emphais on the production of com- - -

munity improvements. The output-produced is an important prégram
benefit, and an offset against”costs that should be included in
assessing overall program effectiveness. Efforts to measure -
value have the further benéfit of keeping attention focused on
the production, goals. Although these’ should not override train-
ing goals; it is possible ‘that their inclusion makes the training
_more beneficial and helps avoid the problems associated with

make-work., In add@ition, when used, as a management tool; work:

valdation has potential for improving overall quality and ef-
. ficiency in program management. : ' 7

Third, -the central role played by unions-in the VICI model,

contributing quality supervision and an informal entre- intc ap-
prenticeship and construction jobs for program graduates,  sug-
gests that labor involvement in training programs for the hard-
‘to-employ is both feasible and desirable; S2curing’ that involve-

ment is not always possible, as the initial planning for VICI

indicated; but the benefits do make the investment of effort in

this connection worthwhile. At the national level, the simple

* centage of program dollars spent on supervisory salaries) must b

Tpoiicy implication ig that program regulations (e.g., the per-

“flexible. enough to permit urion involvement and small crew sizes.
i FIE \-\'\\ . ]
. ; ,
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: output measuces -(benefits), not input ‘costs, must be the -crite-
rion applidd to insure the necessary flexibility.
__~TFinally, although it is not a strictly empirical finding, the .
/));/VICIVexperiencejsﬁggééts that this- mode Qgf programming would 'be
= as effective -- and perhaps more effective.-- for a slightly
" older age group. than the YCCIP legislation required. While some
16 and 17 -year olds did.perform well and benefit from VICI, b16?>

gram staff at the sites were—almost unanimous in arguing ‘that

these 'youths were "too_yeung" for VICI, and barriers to employ- .
Went (such as the fréguent requirement of a high schooi diploma -
to etffer apprenticeship, or regulations prohibiting persons under

18 to -operate power tools on the job). also made the .program.less
appropriate for them. L : -
L~ . ;

IMPLICATIONS FOR PROGRAM PLANNERS AND MANAGERS

. S PR T . :
“ -, First, the financial involvement of a community development

. ¥ T e T

4 '

agency, provides more than a source of funds for a program such as
vicI.® 1t also provides ac-customer who is concerned about quality
and productivity. 'In most VICY sites, the community development

agency pressed for good work.guality and gmantity,; providing
another assurance that production would occur in a timely and
craftsman-like way. ’ A A .

Second; the tension between training goals and production

- goals, which were discussed in terms of program evaluation, also
exists for program staff: Journeymen often felt torn between
E their interest in getting work done and-their interest in working
with youth. ‘This tensiog is manageable; and even healthy, but
~  program management should be prepared to discuss 'and deal with
it. - - . - .
Pl ' . ’a" ) * : }
Third, in the more efféctive VICI sites, a division of labor |

in program management. was either built in from the start, or
evolved. Typically, one of the two lead managers was experienced
in running youth programs, while the other.was’ a journeyman with
- soli@ construction background who managed the complex’ logistics

of work schedules; inventory; ordering and delivering .of sup-
. plies. Both capacities are essential to an effective program and

can ramely be foumd in one person.

.

Fourt®; supervision was rigorous and standards for youth pex= -

formance generally tough, jn.VICl.p These strang standards, ‘yhich -
meant g willingness to enforce & strict policy regarding tattend-

ance and discipline, were important to good training. ~ Most ycuth
shared this belief. ' - )

 Fifth, it was difficult to secure the cosperation of schools
for the VICI education .component. This linkage was the weakest.

: The problem may have been infrinsic to  the model, since there

were no strong incentives, cash or otherwise, to secure the sup-

port of school personnei. Program planners who wish to pclude a

. strong education component in this kind of program arg advised to

-
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develop incentives for the school system (sich as repairs to
school property) or to build educatiom time and resources direct-

ly into the program..

_ FEinally, " if is worth re-emphasizing the recutrent comment
from outside evaluators, casual observers and P/PV -staff, that
union journeymen were the key to the VICI program. They brought
standards of quality, devotion to craft, contacts with trade

union officials and contractors alike that were useful in place-

LG

ment; and a detailed knowledge of the trade that they could

convey in very concrete  terms to youth, who generally respond
better to the concrete rather than the abstract as a way of

learning. Further, most journeymen showed®a ' natural flair for

one-to-one teaching, in ‘the time-honored ttadition of the trades;

-and most formed close relationships: with the young people, tran-:

scending barriers of generation; race and stereotype. Of course,

union.members do not have a monopoly on these virtues, but the

extra cost regaired to hire journeymen as instriuctors (about

$108,P80 per year) served as a kind of quality insurance that was

worth the expense. o | -
* * k k %

. The VICI demonstration was an ambitious undertaking. An
innovative youth community improvement program model was rig-

orously tested in eight sites nationwide. The results are.

promising and attest to the efficacy of intensive skills trainifig
in the construction area. The ‘model proved replicable in a

variety of settings. Although it calls for a_ significant in-

vestment of publjc funds, .its costs are outweighed by financial

benefits ¢ven when a strict 'set of assumptions is applied. -The
nature of the work seemsyparticularly amenable to.a drop-out

. population since the necessary learning is grounded in visible
" work products witkin®a “training emyvironment. = In sum, weighing

. the severe -employment barriers experienced by thé target popula-

tion (minority., iuner city, disadvantaged, young drop-outs)

against the resul+s of the demonstration argues strongly for con-

‘tinued support of these work-intensive youth community imptove-"

merit’ projects.
L .} -
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’wh1ch could not have 6een prOV1ded through conventlonal Departy.
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APPENDIX II: THE ROLE QF THE INTERMEDIARY1/ W@ . i
] 7 o : ' . B
" A second element of the demonstratlon was the;gse of an in-

termed1ary organization tox/es1gn, ‘mount and oversee the demon- 7 o w
- stration and' the research.that accompanied it. ,P/PV was given - vy v

high marks; for spme of its spec1fac actions and was criticized -
cfor others, as has beén noted in earlier reports. {See appendix
'I). However, virtually all of those involvéd in the demonstra-

tion agreedAtpar“?/PV enabled VICI to begin operating rapldly and, )
relatively  smoothly in most sites: Moreover; P/PV is credited . -

with prov1d1ng useful and timely advice which helped several

sites solve spec1f1c operating probiems. P/PV's performance in .

. mountlng;the demonistration was widely regarded as a contribution

P/PV's field staff came to be well regarded by most VICI: pro-

gram operators;« however, P/PV achievements are not generally as-, . .

crisbed to the posse551on of superior skills or wisdom but rathet

contrast to the Depantment ofﬂLagorf7hdigr;@eﬁsponsor, ‘which each
“-had. many programs. competing.-£0r their attemtion; P/PV staff. couId

concentrate .its abiljties and resources on VICI alone. . The. fact

that it could atta1n such a focus was hrghly useful and had ‘much -

to do w1thtpromot1ng the smooth operation of the local programs.}r‘

to Ehe organization's ability to focgs its‘ attention aen VICI.- In

Buring the exten51on perlod .P/PV's role d1m1nlshed with 11t-
. tle dlfflculty. The most troubled VICI programs, “after “all, had
not been extended, while the remaining five re continued’pre-
cisely because they had shown some capac1ty§fer managing their
affairs reasonably well. while some were concerned whether P/PV

‘could zelinguish its hold on the progtam it had. created in facty

-‘during the exten51ongperiod it wound down its- 1nvolvement grace- . -

Y

fully, and by the end cf March 1981, it had completely withdrawn, H

from an oversight role in the remaining . local VIgI. programs.,fGnee C i

measure of its skills was the continued good feeling and willing-.
ness to share information ev1denced toward P/PV by VICI managers

in Broward County; Mxlwaukee, and‘New Haven in partlcular. St .
e . > e

e

: Cleariy,rmuch of P/PV' ”1nf1uence dur1ng "the demogstratlon -

period resulted from its perceived congrol over the VICI purse ‘

strings 3as well as its skills as an advisor. Early on; the prxme

sponsors in Atlanta and other sites questioned the authorlty of

P/PV or solght- to circumvent it and- deal directly” Wlth the De-

partment of Labor. wWhen these efforts were rebuffed however, ’ o
P/PV's credibility was established in several sites: ”ggéwig—— -2
through the demefistration, _ p/PV's legltlmacy was reaffirmed. in
Chicago; when Department of Labor officials seemed prepared “to

stand behind P/PV in its confrontation Wlth the pol1t1ca11y

powerful Chicago Mayor s Office of Manpower.
_ As the extensmon perxod wopqd_opt_however, PVPV became some~"—
thlng of a lame duck. Thls was made manifest by the Atlanta pro-

.

r
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gram's flnanCIai stralfs. P/PV not only lacked the. funds or

power to restuk the program from its financial d1ff1cu1t1es, its

1 , efforts to exhort others. to actiqn.also lacked the necessary in-

ducements to prod or .entice anyong %0 go out -on a lLimb ‘in support
of’ the Atlanta program.,

- ) P/PV 5 record over "the course of the demonetratlon speaks
well of the role that am intermediary organlzatlon can. plg; ih
designing and|launching innovative grogrammlng., Though it may be

“hampered at the outset by unfamlllarlty with the inner workings
of a system; 'an Tntermediary's outsider status also leaves it

free of the encumbe;&ng ties that make it dlfflcult for an orga-

nization to impose changks on its own operatlons. The int&rme-

diary can manage 1nnovatxoplfhpwgyetljoniy if it is given either

- the power to enforce its wishes or the clear backing of those who
have such power. -

A l/ThlS is extracted from Pro
. Harvey Shapiro. September 1981. \

B
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Table III-1".

N ) .

o o R BN
- Atlanta Interprogram Sﬁmmary of Program CharacSeristics
A
_ / __
. Program Characteristic oL __
F Atlanca Urban League /| Exodus, Inc ,

Progtam Operator

Project Timelines.

Prior Experience in Youth -

Construction Programa_ -

Participants

-
N

Average I of Slots

Program Gqals

Nature of Work.

v

Detember 1978—May 1980 //7
considerable experience 1ﬁ,6§ér:
étihé employment and ttiiﬁihg
programng but ot in youch con-

straction o

distribution of flyer;“\;ﬁ public

service announcements and visi-

. tations to community organizd-

tions and high schools; referrals

from Georgta Employment Service;

. applicants screened oy staff for
appearance, attitude Jnd motiva-

tion . .
60

0T} ﬁeéhihgfﬁl uark experience;

habits; career awareness and

_vork_skills; \le#s emphasis on .

placement Iln constriiction trades

covrection of coge violations in
35 recidential dwellings; work
dorie in cerpentry, electrical;
plumbing, painting and masonry
trades but mostly in carpentry;

einphasis on large jobs (average

cost of $3600

4

April iéié-janaury 1980

~and painting -

considerable experience with )

but not in construction

» . R . «

announcements to Exodus-sponsored
programs and to community; bulle-~
tins circulated at Ceorgis State

Employment Office; posaible :selec-

tion and carpentry experience.

7

0JT and job placement into labor

75-80

unions; development of good work
hnbits and socialiration sRills,

further educatica '

landqcaping and preventive main-
tenance of apartment complex;

renovation of houses; work con-
gisted of roofing, landscaping,
carpentry, energy conservation,

-



Table III-1 (continued)

Atlanta Interprogram Summary of Program Characteristics

Program Characteristic :

Exodus, Inc.

Key Program Features

A. training and support ser~
vices
¥
B. placement services
C. retenticn and attendance .
D. discipline
E. 1linkages

hours per week; GED {nstruction‘

parsonal and career codnselins.
training rlasses offered by Cart

trainees

1ritially less emphasis on place-
ment; later services provided

through _linkage with Apprentice-
ship Information Center

v

not a major problem; poor atten-

dance noted for GED classes

not very strict' rulea established

by program were loosely adhered to

T

Atlanta Board of Education;

Apprenticeship Information Center;

.| Department of Licenses and Inspec—

tion; CETA referral agencieys

|,North Ceorgia Building and Ton=—:

‘struction Tradss Council; Resi- .’

.| dential Carpenters Union; plumb-

ers, steamfitteré and electrician

unions

WE*; {nformal basic training in
ficagutrenent and painting skills;

‘counseling provided

v

Exodus operates 1ts ot jcb blace—
ment center; youths taught how to

complete application forms and
take interviews; placement into
jobs related to training not fm-

portant -

high absenteeism initially:

dropped to 10Z by end of program

rules and regﬂlacions specified

in manual' monetary incentiﬁes

later dropped due to finahcial

constraints

Boy's Club} sel- .

no union affiit-.

§S?,liﬁk§8991

ected s<hools;
ations

*WE = work experience




Atlanta Interprogram Summary(
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Program Characteristic

_Exodus, Inc:

R

— L .
F. general staffing

A

G. youth supervision

Other

each of a foreman, counselor,

- | forms speclalist; secretary; andy

manager; part-time: director,
¢omptroller and bookkeeper

6:1; journeymen supervisors

Wajor start-up probleris

with youths.

3 managers; 6 Weld supervisors

o

12:1; supervisors experienced in
housing construction or community.

development

supervision was weak and work

productivity low due to inex-
perience of supervisors. working

3.
119 - - [ .
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Table III-2 ' L
‘  Chlcago Tnterptopean Simary . T
| of Progran Charactetlsties
' K ¢ ¢
et " w R , i

2

5

Frogram Operstor

Projuct Timelines

Priar tiperlente
in Touth Comatruc-
tion Projrame

Tcrittwent md
Silectica of Pate

vices_ind_theie ovn infor-

10th Street Developuent
Corporation; orlzinlliy tl’\j
Dept, of Humsn Setwlces s
Lavadale Peoplen Planning
ord Action Confercnce]
changed in aldatrenn
Uctaber, 197I-Sept¢iﬁu,
LU

Son mii. lé iwc proi

peatets Uston} on. sadnld

progtana for youths

mrou]h__ncpig_éf_iﬁi_s;r

The Fosdliv Degialsation - |X
(140}

Py, 1-Pestoncy;
X1

8 jrlat empertence

e X

Recrulted by publ!c_m_vm
{

Ormmt;on (KOCO)

Mateh; 197b-present *

- |only exoertence van ruming

snall Nytiomal Youth Corpe
and CETA Sumer prograns

. {Pe)

leerulud_ through Umn_ !a; :

- |Progrens Centetn; no.

[ tuerto Mewn Congeeka

v

1977-1960

Sone In youtk congtrugtlon
but wuch experience vorkinp
ulth nelghhorhood youth

South Auatln Rualty Aevocs
atlnn {SAM) '
19751980

il T A g
for 1 yesnn

saanaln Eheaigp Uehes

_Progtess Center: proen

Yokce of the Teple {vor)

1974-1980

Some apecience fn-rehab, -
vork: little experlencs
vith youth

. Iloré-of-mulh ?li‘ﬂ&ﬁmli;

ptelininary aceeening by

telpmts ' watlon_netvork) rigoroun d=(nelection criterla} [ne; tecraltid Nighly 'Included fngervinv Utban_Progeean Center;

. vecruftoent early, relosed | of-south refecrals; aelec- |alf vere outeal-school andJotIvated youtks ‘ . selected Cor ability b b
Tater'on; elaborste {nters | tion baved on winisal-read-| fron surtomding nelghbs lb ‘ K conplete projucte; snd for
view to cheek on motive- | Ing Jevel, realdince In-- hood aenae of mpqnnlhlllty
tien Voodievn ates and Interviev _ .

to detersine assertivanens '
and. comitment to program | ? .
| _ - ol | '\/;l o . c |
S, Average | of Stots| 60 originally; later re- 11 ‘ 10 I} g p g
_ .| duzed to about &0 :
G Mosjim Gaili | Catiagetoierilited placed Tout enployent; eapeclels mch p-rticip-m hov to {Keep partieipanta off - | Inatill good vork habite | Creste quality bouslog)
. Wit did Catpentey appreme Iy_{n spprenticeship poul= [vork (Lie., c-vlpzlb!ll'y druge ond reduce atreet lu youths | Veep tondnt coots ond
téw ‘ tioneg help youth develop |ski1ls); Job placement and |crine vil{ding. naloseninca bote
N positive vork habito and |rehablitatioh of commnity low; build in_enetgy eflte-
attitues and cbtelo CEO; |« . lent {tems during cebads
contribute to comnity |° " , otay_vithin budget;_ mvld
| removat on comtructlon Lealning for
\% felghborhood youth
) ) i
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. Table 11172 (continued) |

a —
»
5 5 _ 3
' . . !
] 1
Trogtas — — — -
Chmcter‘stlu . vl Wb B e et e
. fyeaey . ™ () e , SATA LU
1. Mitiea of Voik lavge scald §ut rehisblll. | Work performed on private |Fitaf-crew dId Wlnor re= ) Comblned rehabllitation | Theee uﬁ-pmulel tenant !akiill([illiiiﬂ thiee,
Cation; one Jarja abandoned ceafdential howss, apart~ [habliltation, repalt &nd’ _lucation, bullding mnager| butldinge ghed by vor,

0 m mm- ln-
tures '

. mlnlu lod
support sees
vlcgl

“b GilE apareaeit bulIdlag;
8 few qeillor witk proje

i ecto; {ncluded corfentry

{prinacy enshasls); meson-
il mun;, painting;
pikstering; eowe rough

| plusbing; high level of

akil] training

i ’

Lo

arientation period thelids
{ng. 2 weeks of heavy dompe
Ltton end ) veeks of

knovledge building_and gen
eral akill trolnlng: 8 e

wiit bl [31ng ard b
#pacek 1n Waodlawn! Eoiis
pisked of Eliiot homé tie
poit; veothetleation; te-;
hab; op;n pace. dmlop:

,,,,,,,

Nn!mg. nmnr!. eleml-
eit; and plunbingy ~lond

I!:pl/ng and-girdening bulldings and cutting grave
o ?dn anforcenent
“Iprogra |

iﬁiti& OJTI', iﬁﬁﬁwn m mi. orlginlny o

per veek of clanarpon
Jearloy_in nechantco of
virlous trades; mandataty
G0 and renediol couraes

veatherltotion] votk lg=
Elde iliEiig; pLtETTes]
potelng o ity vn%plmb-
o, eleseeicd vork, s

flating.. Amofﬁ:;:p::
respongfble for hountng

anagewent progres; Ine lude
tlesning an solntaining

ngéted wich GEh_progton
vhich yoathi sttended voluns

torily, D45 provided fntens 1o
sive counselfng teste in

ski T .isle and art proe
,;rﬁ-’ﬁsgn b @il ind -

gy atringe wade, plej ad ree
pait Iniceomiots) paitd |
witald oii [oalde wid oits
side of bullding, Ao
learned; rehab ehille:
cleaning; winor desolition:

Tandacaping} belek laybngt |

pouting cement and-con-
strutting fara; aheetroch
inntaiiation; vindow, doot
and Frame vork: moderate
plimbing; lvor elvettival
mi and palnting %

‘

SaFpoEL Rervliei dicladed
counseling, tents {i roade
ln[ ;ud uthmucl. refere

vt a4 developrent, ind
Grntrvetioh: Tening
Flveh In follovie; teade
[1{T18 ﬂnt!tlltb in
words elesteice! repaite)
work ot dooral and basle
safstensnce kdlle,

$trictly OJ7; no muuu

facititien on aite, but

| referralo nade ot stolf

dlsctetion

4

Voik 1nchided: Wenglef
dryualls (roadex dooty;
atetpplng molding mgln;
eoueeetes patching Floore)
and painting

tra hours per veek ot cars | glven 8 hours per veek  (resding und wath, som_._ | "Acadewy of Streets" ym-
pentry epprenticeship C plocecent mgiotince; XS¥ | grom; three bours per veek )
school; remainder and ,  [helped with probleas relat- fof reading and math Ingtrueq
sajority of trainingrves ing 0 hovaing, ewplomment | tion vas evaiiable, Youth N
OT; 3 dey, 40 hour veck and welfare slso received sose mlam
; veeki Informa] counaeling - in tuerto Mean hutery,
‘ through regular stall} GOy | wole nd ot .
through external linkage : , .. (
[ ] -
N T
' g e
; {‘F"r LN v.
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Table III-2 {continued)
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tion aanaghy, ¥ Gilen ‘ torcenent, and § cupereingrd the Job ‘ ‘ W
Journaymb {7 Catpenture, Tor-wnathotizatlon and to- %
X 1ainan, I planterit/s v , hebil1tatlon '
plgtet) , : N :
B youh aupers  [5:0 of lower ‘ u-nln thgit 111 | abeit 2431, guperifases | Mboat 1ty eontractora st | Mboel Nt sapreiaomnet | |
‘ visory ratho "o o . [ wece all MG seabues wnd | cosoectod vith wlon but | expurienced dr tralndng |
. ‘ Q 1 : ' warked on 9 voluntdcy Wd ceaidershle expeeionne | youth "k
b, ‘ i " g .
J |
. ¥
; ;
. |
; o,
At ' F] ‘ /
o~ ‘ -
. ' ' . 0
' i) QAN - . ‘
) N * b
| | 120
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: Table IIIié =
Newark Interprogragisgg@ary o e
ef Program Characteristics .
ot <
___Program .
Characteristic “Viéi’ HUD

tor - '

Progra Time-

lines

Prior Exper~
ience in Youth
Construction
Programs

i -
Recruitment and
-Section of Par~
ticipants

Program 0pera~f

_{program director; prefer-

{olds; all neighborhood

Ma§ 1§é6§

1975, extenslve,exper—
ienceywith local paiﬁtérE
union; extensive exper— ,

ience with youth programs

Recrﬁi;ﬁentf;hrough word
of imoiith, other comfiiiti-
ity based agencies;
VICI program had major
responsibility; some
assistance from RTP: prime
sponsor .Employability
Development Team inter-—:
viewed, examined test
results and made referra]s,
physical stress test given;
applicants screened by

ence given to 17-19 year

residents, Central

Ward; normal CETA require-
ments; changed recruitment
strategy to itj'cli.idéfﬁidré,_
Hispanics; a few referrals
of ex-offenders.

North Ward Educationai and
Cultural Center (NWECC)

-

: ngruary 1978 = January

1980

-

No experience in gggs;ruc-
tion programs; extéhsive
experience with youtbi

programs

2

Recruitment by word of
mbuth fliers distri-
buted through community;
some assistance from %
N.J: State Employment
Service; screen for moti-
vation; check Teferences;
90% are residents of
North Ward; regular CETA
requiirements; Some

recruitment through

schools; many younger; in-|

school participants; many

just work in summer

s
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. .. —TablE TII-3-—cantinued)
ﬂéﬁé??wiﬁgéfﬁfégiaﬁ Summary
'of‘Program Characteristics

~102- s SR

B Program . 8
Characteristic ~vicl i HUD
5. . Average number |60 Seasonal--summer: 200
of slots- - |remainder of year: 60-90
6. Program Goals Placement into painters Primary goal of community
: union or other construc- |improvement; partici-
I o e w— - “|tion-related job - pant-goals-were—employ—
_ : Jment opportunity and
; . ‘ , ekill training
7. Nature of Work |Painting; mostly city- Major home repair and re-
managed apartments (350) |habilitation, public works
and city-owned surplus and the refurbishisent of
properties (60); some community facilities; most
, other municipally owned |work dome on agency head-
' buildings such as police [|quarters which serve as
and fire stations, com-— of fices and community
munity and recreation cen- centers. Some owned by
ters, swimming pools, "|the agency (5); senior
P : Newark Symphony Hall; citizen and recreation
trade area consist of center; vest pocket parks;
i”?étiér and exterior community garden; bocce}

painPing "and paperhanging, courts; local schools 1)
high degree of skill train4and stadium; Japanese ‘Tea
ing; most jobs small in  [House and local Water

- _ ~_ |scope. _ Tower; pot hole repair;

trade areas included car-

electricai landscaping,

’ ' . ‘ clean up, some plumbing

and roofing; level of”

T ' - : .. skill training varied by

crewv; scope of jobs varied
from very small to very

large
8. Key Program .
Features , .

. a. Jraining |Most WE ; also, mandatory |All WE : instruction, by
and Sup- |attendance at regular supervisors; voluntary
port. painters apprenticeship [GED training; & hours per
Services |classes for 2 nights per [|week; counseling on. as

week, 3 hours per night; .[needed basis;—referral serq
&fi?éfé ed and safety _ [vices; recreationf§§ciai
classes; legal and health [component L
referrals1 Ainformal S :

counseling by staff and ‘ 4

' o regular counselors. . il
Q ‘ o — 7‘ - - — -

WE = Work Experience ' 7 122 . -

N : - '
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Taple III-3 (conti

nued)

Newark 1nterprogram Summary

of Program Characteristics: -

Program.

Characteristic

vier |\

I 4
<

p1acement ser—-

vices

retention and
attendance

discipline

2

iiﬁkagég#f

general staff-

ing

\

Mostly through counselor

and supervisors; exten-

sive®inion cooperation

in placement; job develop
er added late-in-program—

3; -
3

Described as average for

VICI program; 20% absen-
teeism per day

Formal set of policies,
strict1y enforce, .to some

extent used same Trules

that appiy to union' ap-
prenticg, several par-,
ticipants fired from

praogram for violations,

- some tension due to

of social program an&u
training program '
Intgrnational "Brotherhood
of -Painters and Allied
Trade; COuncil #10 _Newark
Authotity; Dept. of Pub-
1ic Works; Recruitment

and Training Program,
vari%us MOET CETA offices

.Program director, fore-
' man; program assistant,
2" counselors, forms

specialist, éecretary,

part-time accounts clerk,
and job d:;gloper, 10
union jourAeymen ’

" | ment Service

Job developer and place-

ment officer assisted in

employability skill

-| training; ‘some placement

assistancé but o
emphasi; ome assis

tance from State Employ-

not he

a Highftgrnover;-éitréﬁéiy
low absenteeism (3-5% per
day) .

‘| No formal policy; no
problems at all 3

.o - % .
. N

N

/N. J. State Employment

Service; limited linkage |

with Newark School Board

\

-

Program director, part-

time - architect, counseior,
administrative assistant,
job developer, general
foreman; part-tige case
aide, other in-kind

agency staff, several

work supervisors, num=

ber of supervisors varied
seasonlly, bigh turnover'

-

j
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~ ~ 7 " Table Iii-3 (continued) N
~ - 2 3 . ‘ .
. . VNewank Interprogram Summary -
—_— R - of Program Characteristics -
-Program o
Characteristic VICI HUD
¢. youth super- |6:1 ratio, all union -|Ratios varied by crew; -
; | - vision supervisors landscaping—-12:1;
Y : .  |electrical—-3:1; -
. « |carpentry--4:1; -,
: . painting--4.5:1; ]
o all non-union supervisors,
- ] 1 most with consruction
- b : experiente; some PSE’
£ + empioyeeév
h. other 7 Héﬁagéﬁéﬁt égé”'?yié " |Agency Eeems sophisti-
) Y prime sponsor r the  ‘cated, high politiﬁzlﬁ
' - ' City: of Newark; Central savvy,fethnicfne;g bor-
P Ward  |hood ¢1talian);.high
, # % . community pride and sense
- ' 7 of ownership; North Ward
7 ;' \;f - . ¢
, ; ’ - S
o i= '7 i
- >
¥ . .
’ . ® .
% . .
é i
4

&1



Table III 4

New Yotk Iterrogran Sumary

of Program Characteristics

5. Average f Slots
M. Soted Program Couls .

o tagage; Lindted sues

cesi; mo apeelal atlactio
elivris

~ W

provide vork expectence nd
skil] devalopaent; second=

- |ary goal of placenest i

Migh sehoals, M Divinfon.

Tor Youth {for exoffend=

ure); 00 apecial selectio
Erlttru _

covlde training md work
uxperience dn eoostrocticn
trades; omaubeidised Job

|sstion eritaria; later

{looked for vork experiance,

Ith grade edueation, mo

strlous etisny, recomendss

um; Y] liutudn
IRy ¥ Gt 18
1jeycomuntty previrvie |pl
tien; partielpanta-asploy
mnt (hopelully, comotruce

oty soluction io flrat
come; firat served

@

teads; preparation for.
Labor mrket] talirhfahapa

| Vility tratalag; pot kids

Intereleved to deternion
vork -attituds, wed, 9t
§rade advestion, other

10112 erdgladly)
prisaty goal 11 mpliges

sonty ad som ckille; o

afenclen; creenlay fucers
vier_to_deteceine attle
Cudes, wotivatien, work -
Mlatory, acadmls back=-
groved, parsoasl u!mmu

T

I it gty

icemest a Esirictin
trade; expect 20 ¢ )5,

placement rate: emplovas

;mlru ] = ., e s
Oaractertatie W ‘ — m : - 1urr )

L Progre Operator | Operaciod Opem Clty  |Pesples Delopneat Goipees o Relly ofern Tniversity i.iiiiicii. Peoapeet Meights

atlen :
' _ g B I o ] o

% Mrogran Timliow Mmry.J!?Hmt, hb‘u‘aiy; I!?l-ﬁiiiy,J!w Eﬂl, ml-'mm Rorll, 19Epreamt hucnhﬁ!]!:gggmt Aopust; 1978 present

) S . T I I “{myhve aplred) -

), Trior Ineriece {4 |extensive enperience fo f;;ﬁéni,@dépnia vty Atele; oont In elesse | oo 1n gouth. comatrvction; sows, 35 years spet wior | ID-spowsored 510" pro-
Touth Construction | vestherization projects  routh conatruction prograss vy, leodecaplag) viey oo | & ot {a youth trafalng | experience fn youth com) | gom, L., genteification
Proyrms : snes 1964 throuth HUD grant; other  [orgeaieation 4 yesrs apo experionce with | profect imolving or rivite——

. - Jemperience 40 howfng were odult eonstraction ppogtan; | hos repeir ad emeryy
- a gennt apeney | wich axpriase vith oo | eonervtion
N () N | My, e ,

. . e e e e e e N - - - /

b, dacrulthett e Selee- lined tactultonnt through llmly mg of n uuth' 1oaal !!1!:!!_.!!_99!__5;1_,!:__ door to_door_tecruitoent, vord.of 09th. ﬁammm tectaltamt Throuph oute
tioa of Martlelpants |17, RASH, and Felghbore mlty agency; 117, Jocal]ferrala; {aftially; po sale doitielly; then, vordof | ssveral aeloctioo_czitatin] | vesch ceevork of_lecal.

Bottow 1fne Is "enve hely | -

countruction teade; cow  placesenty praservation of [tionerelated); akdll devele f of commmity phasited thay're ot afaing | Mlity, personal develope
waity [rprovesent commity opmant, vork attitudes, | (ot placeamit WAt 80 Carert RNGEe.
self {afefative ond conlle . M} enathiction sii1]n;
* |dinen, werk habits, wndere e o_eotrepfeneurehip;
“ standing of utbim howes relutbloh spenct building
- atending :
;
0 T —

E"'ﬁ? nrw“ .

TR

"!My;

““*‘tl‘hh'
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Table 111-4 (continued)

-0~

* . {tively anall acals Jobej

!

G G Mgt Tuitures

% tralalog asd mgpert
© tvices

b plxent wrvics

C. retestics sod

sl R

howes; trads araas-ntlrily

"~ {related to veathitiative~

ou basle Cralatng; o} OT;

vagy Matted swpert sar-
view '

T
.
\

ey diaiad; o 0 o
farnl throiﬂ\’:;

swiige GiroRE i attan

{1itation on.MC-managad
apactaent Sulld1age; sow__
Tadicaplags teade_srons dw
Elidid plinbiog, corpaters
aaidary, Aleeerica); od
geseral Galntenance

i it S0 laniio Gl
fug; voluatary GID} Tormil

cowsellng aervicns

)
"

W aAjhaEe Cipough. Eowee
aulotj o plicesent fnte:

: me, il

Wb turseme_and somra

pale and_renabllitation;
1o0e_landseaplng; trads

arney {ncluded veatharisee

" |tien, carpentry, gacéeniag,
{belek vork, plpe rapit,

| cleaneup, palating, o

theatrocking

SIL.OTT,; ione clisatooe

‘|uading Mapriie

hab;_rvn dovn Sparteent

bul d{oge end private homes;
trade arean dncloded alge-

tefeal safntessnce, cofpene
try, paisting,: rooling sl
tesance, concrate s

sasonry, heater mlatenentd;

08 0, T clauroon 1

tratatng] . 3. vonth probie

beate education; counnsling
by atall; Liw aupport per=
view . :

vory Liztle;_som generil
Job counsaling by m{l

igh et ik i -,

attendesce prodiem

-{cradnings 3 wonth probes
tioniry_poriod; some GED__ [tlonary perded;-soee CUD
pripatotion; saillstalited [praparations shiliorelated

[participanta poahed outy

buste education; cmaeliag
by atatl; {ov oupport ser=
vica '
I °
no Jormal mtivftles

Tililj 15 titsenat fov

ol -ipeacy's o1d smimn.ately
WildIng; eomplataly 16
hovia; Chide atate_taclole_

paLaEing; pinitatiog, Lighs

plisbiag; soon veatherine
tios, asd peagral selotees -
sce] haavy ewhals &
paisting-

aii ot &t aad eliwivorsi

heavy auppori aervItin] 1ee b

tenalve-peranaal o taredt

toomnaling] CT0 raferrals__ kowm

to oENAT oagency] tecrestiond
fielitetan: ‘

il 0.1 iy

forrel varvics, lriual

ntremly lov tersomr;

attendance ancellont] mly

sadquarters; Ctede ateds
faclode patoting, clean-up,
loctedcal repalr, lasde
aeplng,_eebutlding furale
concrote vork, vasthitlne
lon, and goveral malitete.
verj Mawy T jalitli a5
Toinenp) Jow IED Jowvl

{3 ol Elianes tradnln: -

tall} expeet pese Intersal
placwnt; {{ikigd vIEh 59
et Frkon Canitod

o Taraar] JREt astind
i pioblisi, bt fot

ture, 1ght compontre, s |-

sttendmes dace; dikinatid 207 adove |ottendunco prodless. - A0EaNCH BRCELIEN et
Frataia pr day : ot acuendince od encase | cccoaloonl lateness otir
‘ _ il litaen ‘ .
_ _ ‘ # _
' : g ! v
i _ R ' ™~
3 }-r\ ', [
I ‘ ' -w?? ! o
Ly I - 128

J— A - ) : — =
_ Mg R — e
Chicactariatica V| —— et Wi . B (-4}
qog s e 67 | i e Kally TG A | Gaiwraity il | e Bl
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‘ to for fisat hall of ~* | &g, Garalsation o6 & Lot auepenalin fot bitaca) | clplion poot eavRLy G 90 Wit i~ | GrRlE Chvdicees At Tavely |
project; stricter durlag: | revott; proceduren don't | Siuadesal fot drugs ¥ eiplina problons . | caraimates lor violations |
fisal ncuths | newm oo attlcE . - .
ol faige |l lace, o it E ek Vet | T, et of by 1 ik domio | e s vih ot Eaphernh ol Gl
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' §ehool, Soacdof Education, | fully_tried for Liskage | comunity spencits
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Mistietd seh 1 ¢ | '
e S S /Y S (SN JU I S S
Y, gl ity |jregees dieacter; M directar; edatalee | progras diractor, 3 wrk |progres directer, I teschirs progras diructar, seslateat | rogran director, youth
sasagr; ) tonant aorvice 4 trative sslatest, cowe | sparvisors, other evppott | (o aloo have som comeald diructor, cowtelr, vork | mpanviaer, malatest |
eoardinutors, sectatary; | salor, construction supare | from agency; 4 TIE Yonded ({ag iod supervlacty dpecis | goperviibe, lorvata) work | awerviest, ll Dilleiln
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Phiiadelphia Interprogran Summary i
of Program Characteristics /

Table 11175

§

~ Progran.
| Characteristics

wier

..___L —

Prine Spommor YCCI? Progms

1. Progean Operation

[

. Brogten Tuelines

), Prior Experlence n
?i_:‘_q_fh Consteaction
| Programs

-~
L

tion of Participnts

% dverage | Slots

6. Progran Coalo

1, Nature of Work

. ’Z.Mkecruitme-lt and Selees

Franklin Foundstion

Uctober. 1978-Kiréh 1980

little !x99!!°ﬂ55,!i‘h south
prograns; but vorked in ares
of housing relisbilitation
vith constructicn unions
refertald frou Puc State—
Enployment Service; CATH
tost adnindstered but re-
sujts not used much for
gelection purposes

50-56

return to school; skill
training in_construction.
trades; emplopment experl-

ence); less enphasis on job
placenent
L

gut tehabilieation of large
two-family rov hopaeand
nafot energency flone repair;
trades. {ncluded carpentry,
pliiterfng. roofing, elecs
teical, masonry, and paint=

trg

cifte

People Engaged {fi the Re-
hllbl l:ﬂti\‘lﬁ Ui V\ H it‘;

it Youth (PiER:CY:)

Hmr_ford Cumun!tz/ Center

!
o
: {

t

¢

Novesbst, 1978-Septenber;
1979

Néﬁi

ftaerthoeton-of f1yers;. re-.
fertals from State Explo~ -
went 0ffice, 0IC, and Negto'
Teade Union Lesgue Council;
raglo and television-ads;
selection criterta: achool

dropout,; othervise nonape-

3

TSR

R ] ,

instﬂl poaitive attle 2

tudes tovard vork and’ d!vel-
op sppropeiate vork hnbiw
comunity renovation chrough
iowe repate ,;/

comination of painhng,
catpeitry, electrital,
80Nty brickdﬁilt and
plunbing repair jmhllfl on
ninor repalrs; work con
pleted on & feg‘hmu ands

the project headounrters

}_lgvgﬁber. .léiﬁiﬁtéﬁiit;
9

1)
4

e ‘*
None !

diateifution of poatets and
flysth; setection criterin:
{nitially s medical exdm,
c}:pf 1ocal renidence

/

/

i
Y

416

déuonatrute proper
vork hablta; less emphasis

on job placenent

oN

primﬂy exterior plinting

and 8 Idtele veatherization

| on privite 7oV hivaes - vork

completed on over 100 homes

Simoa Youth Develapaent

- Gagld (SYDC)

<

19 "

- pome 1n electriul wrli

catpentey and landmping
throuph Nefghborhood Yoyth
Corps summer prograns.

Peogrens fot Homin Services

vas main referral source;
sone pareieipnts cane_ fron
other SYOG progrpm. * Ml

‘selection made by SYOG Ex=

persona] interglev; impor-
tant selectionjeriteria:
sotivation to vork

ecutive Direcy baned on

W

eupioynnt. hopelully 4

atess of training; improvee

| went 1n wath and veading -

bastc okille

wtly hose epr vk i
carpentry and electric

Septeiber. IQ?B-S!ptnber.

~
1
n
0
@
|

o "-mp
L..J‘ Wi i) Faniriialhwaca
-

s

]




Table I11-5 (continued)

!

Philadelphia Interprogran Sumary
of Program Characteristics

' ;
_ Progran - Giéi ' Prime Sponsor TCCtP Progrens
Chatacteristie  * ‘
dgency "1 Frankiin Foundation PLALY, ) Javorfor( ) §1%6

8, RKey Ptogran Festures

i, talstsg a7d Sippot
Services

b. Plazesent Services

¢, Retention and
Attendanice

* ¢y, Discipldne

e. Linkeges

‘| counsaling by Drogram staff;

| vounseling provided |

|very striet; several parti-

~ [went Houses; Philadelphia

m!ltil instruc : n, peroonai

téfetrals made to other
agencles for reasong of . -
heslth, legal and housing
Eg@@lbﬁﬂ: gone job develop-

ment and dob readiness

less enphasts on Job place-
pent

noderate turnover; rela-
tively high sbsentpeiom
initially lenfent; later

cipants [ired because of
sttendsnce problens
bhiladelphia Housing Devel-
opment Corporation; JEfice
of Housing and Community De-
velopment; Philadelphia.
smwlbndu°kmum

Learning Center; Bureau of

Employment Secur!ty',Settle-‘

Bujlding and Construction
Trades Couneil; Roofers,
Carperters, Bleccrictans,
Pioétékooé, and Patnters
Lacals

GED preparation clasees pro-
vided by outside agency;_
youth coanseling provided .
by Director; some job devel-
opment and Job qounseling

gone Job plecement effort
biit emphdsia on alddng

youths to find om jobs

ﬁijoi attendance oioﬁiéﬁi
inftially

forced by tralnees; rels-
tively strict; adme patti-

cipants fired

0IC; State Employment
0ffice, Negro Trade Union
League Cownetl; Tnstithite
for Learning; 0ffice of
Housdng and Community Devel-

elasatoon tradning on meche
anics of ‘painting; informal

| counseiing provided by staff:
sooe job development

some systematic Job places
et effort

shaenteedsn an4 Iateness 2

problen vith'nev trainees;
turnover relatively lov

docked pay for lateness;
suspension after 3 late-
nesses; termination used 88
1ast resort

Negro Trade nion League
Council; Institute for.
Learning; 12 Intake Centers;

. |PARC; THD

{ zagnseting by Director

G kours of elmssroos teatne
{rig/veek to learn mechanics
of trades; GED preparation
classes provided by cutside
sgency; {nfornal persona] -

informal job placenent by
Directer and sopervisory
statf

io! ggté_gi_gosontboiii

but consistent

got strdet; diseipltne
problens dealt vith by
Director; ternination vsed
81 last resckt

Inatitite for _Ls!!“i!&______
Progress ofr Huran Services:
Off1ce of Housing and Con-
munity Developnent
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5 Table III-5 {continued)
_ Philadelphia Interprogran Sumary -
of Propram Characteristics -
) p
: ~ Program T T e . 0
_ eharactertsttc VICl, Prine Sponsor YCCIP Programs , * . . |
' ' Agency Pranklin Foundatipn- P E R Y. Hii’ré'rf'o":'d S
g General Stiffing project ditector; construc- progr-a-;n director; 3'iiip"er- pg‘gjgg_t ‘_iggggggg:_z !ijj_i'gg- project dlrector. géneﬂl
: : ‘ tion-nanager; job foremen; |vifors; 1 secretary - | visors; bookkeeper; maine forewz. electrical guper-
10 undon journeymen, coun= tenance pergon; emplopment visor; carpenter foreman;
selor; sssistant counselor; comselor Hranela) seeretary .
retord cletk; fucal offleen , - g
5| b Touth Suertion |61 o ko forneyen ot L vnon el oot iy xerined, s | b Bl xeened tor e
, : pupervisors; roofing sub= | contractors performed union supervisors gnton, retfred tradesman: |5 |
contractor performed supervision ' ’ N
, + | eeastanal giperviston , .?
% Other | -
{ \.:H\
v ) ' ‘ . i
3 ? .
Q ‘—h i i ‘. RERS pAm st an v
ERIC 135 B o Px;ai Lu, i :.“..L‘if.‘LE a
















